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STUDY SUMMARY
The r e s e a r c h e r 's  argument th a t  th e  u s e  o f  o u t s id e  s e r v ic e s  -  
n am ely , c o n s u lt a n t s ,  a d v iso r y  o r g a n is a t io n s ,  f in a n c e  o r g a n is a t io n s ,  
and a g e n c ie s  and bureaux -  can be a f a c t o r  in f lu e n c in g  th e  grow th  
o f  sm a ll b u s in e s s  f ir m s  h as been proved  in  r e s p e c t  o f  th e  s m a lle r  
in d ep en d en t p r in t in g  f ir m , and to  a l e s s e r  e x te n t  w ith  f ir m s  o f  
t h i s  s i z e  w hich  b e lo n g  t o  a group o f  com panies and a ls o  w ith  th e  
m otor t r a d e r s .
The o v e r a l l  p a t te r n  th a t  h as emerged from th e  r e s e a r c h  
i s  th a t  a  number o f  management problem s may o ccu r  a t  a  p a r t ic u la r  
s t a g e  i n  th e  grow th  o f  th e  sm a ll firm ; th e r e  may be l im i t e d  
m anagenent c a p a c ity  o r  r e so u r c e s  a v a i la b le  to  t a c k le  t h e s e  
p ro b lem s, h en ce  th e  n eed  to  u s e  o u t s id e  s e r v ic e s  to  f i l l - i n  th e  
d e f i c i e n c i e s  o f  th e  p r o p r ie to r s  o r  m anagers; th e  e x te n t  o f  t h i s  
u s e  w i l l  depend upon th e  s t a t u s  o f  th e  sm a ll b u s in e s s  firm  -  more 
w i l l  be u se d  by in d ep en d en ts  -  and th e  q u a l i f i c a t io n s  and management 
e x p e r ie n c e  o f  th e  in d iv id u a l  o r  p e rso n s  runn ing th e  b u s in e s s ;  th e  
u s e  o f  o u t s id e  s e r v ic e s  may in c r e a s e  m a n a g er ia l c a p a c ity  a n d /o r  
s tr e n g th e n  management; and th e  u s e  o f  o u t s id e  s e r v ic e s  can  p ro v e  
to  be a  f a c t o r  in f lu e n c in g  grow th .
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C H A P T E R  1 
INTRODUCTION TO THE STUDY
1.1 FACTORS INFLUENCING THE DECISION TO UNDERTAKE
THE RESEARCH
The m ain  re a s o n s  f o r  u n d e r ta k in g  t h i s  s tu d y  on th e  in f lu e n c e  
w hich th e  u s e  o f  o u ts id e  s e r v ic e s  may have on th e  grow th  o f  a  sm a ll 
b u s in e s s  f irm  w ere f i r s t l y ,  some i n d u s t r i a l  management e x p e r ie n c e  
?/hich t h e  r e s e a r c h e r  g a in e d  i n  th e  p e r io d  1971 -  1972 w ith  a  
m a rk e tin g  su b s id ia i^ ^  o f  a  fo r e ig n  o i l  company; s e c o n d ly , th e  e x p e r­
i e n c e  g a in e d  w iiile  m anaging  a fam ily-ow ned  medium s iz e d  p r i n t i n g  
b u s in e s s  t h a t  h ad  r e c e iv e d  a l o t  o f  bad o u ts id e  a d v ic e  in  th e  
f i n a n c i a l  management and a d m in is t r a t io n  a re a ;  and t h i r d l y ,  a  g e n e ra l
i n t e r e s t  in  r e s e a r c h  c a r r i e d  o u t in  th e  sm all f irm  s e c to r ,  e s p e c ia l l y
*
i n  a r e a s  such  a s  g row th  and th e  management p rob lem s o f  sm all f i r m s .
R e tu rn in g  to  th e  f a c t o r  t h a t  was m en tioned  f i r s t ,  th e  p a r t i c u l a r  
m a rk e tin g  s u b s id ia r y  s u b -c o n tr a c te d  l a r g e  am ounts o f a c c o u n tin g  and 
a d m in i s t r a t io n  work t o  an o u ts id e  b u reau  t h a t  s p e c i a l i s e d  i n  p ro v ­
id i n g  s e r v ic e s  i n  t h i s  a r e a .  The s u b s id ia ry  i t s e l f  had  been  
e s t a b l i s h e d  by th e  o i l  company to  ta k e  o v e r th e  management c o n t r o l  
o f  a  num ber o f  p e t r o l  f i l l i n g  s t a t i o n s  as p a r t  o f  a p o l ic y  o f  
v e r t i c a l  i n t e g r a t i o n  i n t o  r e t a i l i n g ,  w ith  th e  ex p an sio n  o f  th e  f irm  
b e in g  p la n n e d  t o  end when abou t one hundred  f i l l i n g  s t a t i o n s  w ere 
c o n t r o l l e d .
In  an e ig h te e n  m onth  p e r io d  fo llo w in g  i t s  e s tab lish m en t- th e  
f irm  expanded to  a p o in t  w here o v e r t h i r t y  f i l l i n g  s t a t i o n s  w ere
B e fo re  th e  B o lto n  Com m ittee r e p o r te d  in  1971 th e  r e s e a r c h e r  
co m p le ted  a s tu d y  on th e  sm all f irm  and th e  g e n e ra l  p rob lem s 
w hich e x i s t e d  a t  t h a t  t im e .
See : B anks, R. H. (1971)«  The sm all f i rm . M .Sc. d i s s e r t a t i o n .  
U n iv e r s i ty  o f  B a th .
1 .
c o n t r o l l e d ,  and f o r  th e  v e iy  g r e a t  m a jo r i ty  o f  t h i s  p e r io d  th e  
s p e c i a l i s t  p r o v id e r  s u p p lie d  a c c o u n tin g  s e r v ic e s  i n  th e  form  o f  
w eekly m a rk e tin g  and management in fo rm a t io n , a s  w e ll as th e  p re p ­
a r a t i o n  o f  m onth ly  o p e r a t in g  s ta te m e n ts  f o r  each s t a t i o n .  The 
d e c is io n  to  o b ta in  th e  s e r v ic e s  from  t h i s  so u rc e  was made b e ca u se  
th e  f i r m 's  m anaging d i r e c t o r  was a v e r s e  to  e s t a b l i s h in g  h i s  own 
i n t e r n a l  a c c o u n tin g  f u n c t io n ,  and a ls o  h e  c o n s id e re d  th a t  t h e  
p a re n t  f irm  c o u ld  n o t  p ro v id e  th e  r i g h t  ty p e  o f  a c c o u n tin g  s e r v ic e  
a t  g roup  l e v e l .  The p r in c ip a l  b e n e f i t  t h a t  r e s u l t e d  from u s in g  
th e s e  o u ts id e  s e r v ic e s  was t h a t  th e  m anaging d i r e c t o r  became 
r e l a t i v e l y  f r e e  to  c o n c e n tr a te  h i s  a t t e n t i o n  on a c h ie v in g  ex p an s io n  
t a r g e t s ,  i n s t e a d  o f  b e in g  d i s t r a c t e d  by to o  much in v o lv em en t w ith  
th e  developm ent and management c o n tro l  o f  a  s i z e a b le  a c c o u n tin g  
and a d m in is t r a t io n  f u n c t io n .  T h e re fo re , th e  u s e  o f  th e s e  o u ts id e  
s e r v ic e s  p ro v ed  to  be one o f  s e v e ra l  f a c t o r s  in f lu e n c in g  th e  g row th  
o f  t h i s  f i r m .
The d e c is io n  to  u n d e r ta k e  r e s e a r c h  on sm all f irm s  was ta k e n  w h ile  
th e  r e s e a r c h e r  was d i r e c t l y  in v o lv e d  in  th e  above s i t u a t i o n ,  and th e
s tu d y  commenced a t  th e  b e g in n in g  o f  1975 w ith  th e  fo rm u la t io n  o f  
t h e  h y p o th e s is  t h a t  ' th e  u s e  o f  o u ts id e  s e r v ic e s  can be  a  f a c t o r  
in f lu e n c in g  th e  grow th  o f  a  sm all b u s in e s s  f irm * . The aim was to  
g a th e r  s u f f i c i e n t  d a ta  to  e n a b le  a s t ro n g  c a se  to  be p re p a re d  in  
su p p o rt o f  th e  c o n te n t io n .
B efo re  d is c u s s in g  i n  g e n e ra l  te rm s why sm a ll f i rm s  may n eed  
to  u s e  o u ts id e  s e r v ic e s  o f  one k in d  o r  a n o th e r ,  c e r t a i n  te rm s  w hich 
w i l l  a p p e a r  in  th e  t e x t  w i l l  be d e f in e d .
2 .
1 .2  DEFINITIONS
In  th e  c o n te x t  o f  t h i s  stu d y  th e  term  ' o u t s id e  s e r v ic e s '  
i s  ta k e n  to  mean th e  p r o v is io n  o f  management s e r v ic e s  -  e . g .  
e x p e r t i s e ,  sy ste m s -  to  sm a ll f irm s by an o u t s id e  o r g a n is a t io n .  
O u ts id e  s e r v ic e s  a r e  a p a r t o f  th e  e x te r n a l  econom ies w hich  may 
be a v a i la b le  t o  a  b u s in e s s  f irm . *  In  h i s  r e se a r c h  Byman u se d  
t h e  term  ' e x te r n a l  a id '  a v a i la b le  to  management, and t h i s  
in c lu d e d  th e  s e r v ic e s  p ro v id ed  by c o n s u lt a n t s ,  t r a d e  and r e s e a r c h  
a s s o c i a t i o n s ,  some p r o f e s s io n a l  i n s t i t u t e s ,  a number o f  p u b l ic  
b o d ie s  such  a s  th e  I n d u s t r ia l  L ia iso n  S e r v ic e ,  and u n b ia se d  
in fo r m a t io n  and a d v ic e  g iv e n  by s u p p l ie r s  and cu sto m ers .  ^ I t  
was t h e r e f o r e  n e c e s s a r y  e a r ly  on i n  t h e  stu d y  to  d eterm in e th e  
ty p e s  o f  o u t s id e  s e r v ic e  w hich w ere o f f e r e d ,  and i t  was found  th a t  
a  v e r y  w id e ran ge was a v a i la b le  f o r  sm a ll f ir m s , a l t h o u ^  some
* E x te r n a l econ om ies such  a s  th e  su p p ly  o f  manpower, s u p p l ie s  
o f  com ponents, s u b c o n tr a c t in g  f a c i l i t i e s  and p r o f e s s io n a l  
s e r v ic e s  h ave  b een  d is c u s s e d  by many w r i t e r s .  For exam ple 
s e e  t Edwards, R. S . & Townsend, E . (1 9 5 8 )*  B u s in e ss  
e n t e r p r i s e .  London. M acm illan , p p . 143 -  149 , 161.
5 .
o f  th e s e  w ere n o t  o f f e r e d  e x c lu s iv e ly  to  th e  sm all f irm  
s e c t o r .  S u b se q u en tly  th e  v a r io u s  ty p e s  a v a i l a b le  w ere 
g ro u p ed  u n d e r  c e r t a i n  c a te g o r ie s ,  and th e s e  a r e  s e t  ou t 
be lo w .
1• C o n s u lta n ts
In c lu d e d  i n  t h i s  c a te g o ry  a r e :
•  Management C o n su lta n ts  ( in c lu d in g  th e  s o le  p r a c t i t i o n e r )
•  R ec ru itm en t C o n su lta n ts
•  T e c h n ic a l C o n su lta n ts
•  R esearch  A s s o c ia t io n s
•  E d u c a tio n a l E s ta b lis h m e n ts
•  P r a c t i s i n g  A cco u n tan ts  ( in c lu d in g  th e  s o le  p r a c t i t i o n e r )
•  S o l i c i t o r s
•  B u sin e ss  f i r m s  o f f e r i n g  c o n su lta n c y  and a d v ic e  a s  a 
p a r t  o f  s e l l i n g  p ro d u c ts  a n d /o r  s e r v ic e s .
2. A dv iso ry  O rg a n is a t io n s
In c lu d e d  i n  t h i s  c a te g o ry  a r e :
# E m ployers' F e d e ra t io n s  and A s s o c ia t io n s
e I n s t i t u t e s  -  such  a s  th e  B r i t i s h  I n s t i t u t e  o f
M anagement, I n s t i t u t e  o f  C h a r te re d  A cco u n tan ts  i n  
England and W ales, I n s t i t u t e  o f  Management C o n su lt­
a n ts  -  w hich o f f e r  in fo r z ia t io n  (an d  i n  th e  c a se  o f  
th e  BIM, a d v is e  a l s o )  ab o u t s e r v ic e s  f o r  sm all 
b u s in e s s  f i r m s .
# Government d e p a r tm e n ts , e . g . .  D epartm ent o f  
I n d u s t r y :  Sm all F irm s D iv is io n  and Sm all F irm s 
In fo rm a tio n  C e n tre s , th e  E xport C re d i ts  G uaran tee  
D epartm en t, and so f o r t h .
# The P u b lic  b o d ie s  o f f e r i n g  s e r v ic e s ,  e . g . ,  th e  
N a tio n a l A g r ic u l tu r e  A dv iso ry  S e rv ic e , th e
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g o v e rn m en t-sp o n se red  C ouncil f o r  Sm all 
I n d u s t r i e s  in  R u ra l A reas (CoSIRA).
5* F in a n c e  O rg a n is a t io n s
In c lu d e d  in  t h i s  c a t  egoly  a re :  
e C le a r in g  Banks
# M erchant Banks
•  O th e r o r g a n is a t io n s  co n cern ed  w ith  th e  su p p ly  
o f  f in a n c e ,  f i n a n c i a l  a d v ic e  a n d /o r  
c o n su lta n c y , e . g . , Sm all B u s in e ss  C a p i ta l  
Fund L im ite d , ICFG.
4 . A g en cie s  and B ureaux
In c lu d e d  in  t h i s  c a te g o ry  a re :
# P e rso n n e l and S t a f f  A gencies
•  Comput e r  B ureaux
The d i f f e r e n t  ty p e s  o f s e r v ic e  o f f e r e d  by th e  o r g a n is a t io n s  
g ro u p ed  u n d e r  th e  f o u r  c a te g o r ie s  a r e  d is c u s s e d  in  some d e t a i l  
i n  A ppendix  1 .1 : Types o f  O rg a n is a t io n  P ro v id in g  O u ts id e  
S e r v ic e s .  T h e re fo re ,  by r e f e r r i n g  to  t h i s  app en d ix  a  f a i r l y  
co m p le te  p i c t u r e  o f  th e  s u b je c t  w i l l  be  o b ta in e d .
M oving on to  th e  d e f i n i t i o n  o f  th e  ' sm a ll b u s in e s s  f irm * , 
a s  a g e n e r a l  g u id e  th e  B o lto n  Committee d e f i n i t i o n  was a d o p ted , 
nam ely a  f i r m  em ploying  up to  200 p e rs o n s . However, i t  w i l l  
b e  n o te d  t h a t  th e  id e a  o f  sm a lln e ss  s t r e t c h e s  o r  s h r in k s  
a c c o rd in g  to  th e  in d u s t r y  o r  i n d u s t r i e s  b e in g  s tu d ie d ,  e . g . , 
a  s n a i l  f irm  i n  th e  p e t ro -c h e m ic a ls  in d u s t r y  v / i l l  a p p ea r p o s i t ­
i v e ly  m a ss iv e  v/hen i t  i s  compared w ith  a  sm all f i m  c o u n te r p a r t  
i n  th e  c lo th in g  o r  p r i n t i n g  i n d u s t r i e s .  A lso , a sm all f irm  w i l l
*
S e e -B o lto n  Com m ittee, Sm all F irm s -  R eport o f  th e  Committee 
o f  In q u iiy ’' on Sm all F irm s, Cmnd. 4811. London. HMSO.
H ovem ber, 1971 *
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be t r e a t e d  a s  such i r r e s p e c t i v e  o f  a p a r t i c u l a r  form o f  l e g a l  
i d e n t i t y ,  i .  e . , th e  s tu d y  i s  concerned  w ith  s o le  t r a d e r s ,  
p a r t n e r s h i p s ,  p r i v a t e  l im i t e d  com panies, l im i t e d  com panies, and 
f irm s  em ploy ing  l e s s  th a n  200 p e rso n s  which may b e lo n g  to  a  
g roup o f  com p an ies , p r i v a t e  o r  p u b l ic .  At th e  o u ts e t  i t  was 
in te n d e d  t h a t  sm a ll b u s in e s s  f irm s  o f  a l l  ty p e s  would be 
c o n s id e re d  -  e x ce p t p r o f e s s io n a l  f irm s  and fa rm s . However, i t  
w i l l  be  see n  l a t e r  t h a t  th e  study* s h y p o th e s is  was e v e n tu a l ly  
t e s t e d  on t h e  b a s i s  o f  sm a ll b u s in e s s  f irm s  o p e r a t in g  i n  th e  
p r i n t i n g  and  a l l i e d  t r a d e s ,  and th e  m o to r t r a d e s .
L a s t l y ,  th e  m easurem ent o f * growth* was to  be in  te rm s  o f  
a s t r a ig h t f o r r / a r d  in c r e a s e  i n  s a le s  tu rn o v e r  o v e r  a t h r e e - y e a r  
p e r io d .  A t h r e e - y e a r  p e r io d  was s e le c te d  so as to  enco u rag e  
re s p o n se , t h a t  i s ,  i t  was n o t  a sk in g  to o  much o f  re sp o n d e n ts  
b e c a u se  t h e r e  was a good chance  t h a t  e i t h e r  r e c a l l  would be  
f a i r l y  e a s y , o r  t h a t  th e r e  would be an easy  a c c e ss  to  th e  
r e q u i r e d  in f o r m a t io n .  I n  a d d i t io n  in fo rm a tio n  on th e  num bers 
employed o v e r  th e  same p e r io d  was to  be o b ta in e d , and any in c r e a s e s  
o r  d e c r e a s e s  n o te d .  The ex p an s io n  o f  s a le s  tu rn o v e r ,  how ever, was 
to  be  th e  m ain  m easu re . P r o f i t  as  a  m easure  o f  g row th  was r u le d  
o u t c h i e f ly  on th e  g ro u n d s t h a t  re sp o n d e n ts  may w e ll d e c l in e  to  
d iv u lg e  c o n f i d e n t i a l  in fo r m a t io n  o f  t h i s  n a tu r e ,  e s p e c ia l l y  i n  th e  
c a se  o f  a  s o l e  t r a d e r  o r  p a r tn e r s h ip ,  and a ls o  w ith  th e  sm a ll 
p r i v a t e  l i m i t e d  company.
*
A n other d i f f i c u l t y  ab o u t u s in g  * p r o f i t a b i l i t y *  a s  a  m easure  o f  
grow th  i s  t h a t  i t  can be m arked ly  a f f e c t e d  by th e  s a l a iy  a t  w hich 
th e  p r o p r ie to r /m a n a g e r  c h a rg e s  f o r  h i s  s e r v ic e s .
See : h e r r e t t  Q yriax  A s s o c ia te s .  (1971)* Dynamics o f  sm all f i r m s .
Com m ittee o f  In q u ir y  on Sm all F irm s. R esearch  R eport ÎTo. 12.
London. HKSO. pp . 1 9 - 2 0 ,  3 0 - 5 7 »
In  th e  c a s e  o f  a  p r i v a t e  l im i t e d  company i t  was o b v io u s ly  known 
t h a t  p r o f i t  f i g u r e s  co u ld  be  o b ta in e d  from a Companies House s e a rc h . 
However, i t  was a ls o  known t h a t  i t  i s  n o t  a t  a l l  u n u su a l f o r  a  
p r i v a t e  l i m i t e d  company to  be l a t e  in  f i l i n g  f i n a n c i a l  a c c o u n ts , 
som etim es two o r  th r e e  y e a r s  l a t e .  T h is  s i t u a t i o n  h a s  now b een  
changed w ith  th e  i n t r o d u c t io n  o f  th e  197^ Companies A ct. C om pliance 
w ith  t h i s  A ct means t h a t  f i n a n c i a l  a cc o u n ts  have to  be f i l e d  
p ro m p tly  e v e ry  y e a r .
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1 .3  WHY SMALL FIRMS USE OUTSIDE SERVICES
In  th e  f i r s t  s e c t io n  o f  t h i s  c h a p te r  i t  was m en tio n ed  t h a t  th e
m ain re a so n  f o r  th e  m a rk e tin g  s u b s id ia r y  o b ta in in g  o u ts id e  s e r v ic e s
from  th e  p a r t i c u l a r  so u rc e  in d ic a te d  was t h a t  i t s  management fa c e d
prob lem s c o n n ec te d  w ith  th e  r a p id  g e n e r a t io n  o f  e s s e n t i a l  management
in fo r m a t io n , and t h a t  t h i s  p roblem  was r e s o lv e d  to  a  v e ry  g r e a t
e x te n t  by u s in g  o u ts id e  s e r v i c e s .  T here  a r e  many o th e r  re a s o n s  why
sm all f irm s  u s e  o u ts id e  s e r v i c e s .  The m ain on es, t h e r e f o r e ,  w i l l
be b r i e f l y  o u t l in e d  in  t h i s  s e c t io n .  I t  w i l l  be seen  t h a t  some a re
sim p ly  r e l a t e d  to  th e  management p rob lem s o f  th e  sm all f i rm , e . g . ,
t h e r e  may be a n eed  to  o b ta in  e x p e r t i s e  -  s p e c i a l i s e d  o r  o th e rw is e  -
w hich canno t be s u s ta in e d  i n t e r n a l l y  on t h e i r  own f in a n c e s ,  t h e r e
may be no tim e  to  t a c k l e  p rob lem s w ith  i n t e r n a l  r e s o u rc e s  o r  a
(2 )d e ta c h e d  v ie w p o in t may be r e q u i r e d . '  *
Some p rob lem s r e l a t e  d i r e c t l y  to  th e  ty p e  o f  env ironm en t i n  
w hich th e  sm all f irm  p r e s e n t ly  o p e r a te s ,  w ith  t h i s  env ironm ent
( 5 )h a v in g  been  d e s c r ib e d  by some as  th e  m ost h o s t i l e  among th e  
advanced  m ark e t econom ies. The h o s t i l i t y  b e in g  r e f e r r e d  to  a p p a r­
e n t ly  h a s  been  b ro u g h t abou t m a in ly  by two f a c t o r s :  f i r s t l y  f i s c a l  
p o l i c i e s ,  and seco n d ly  th e  c u r r e n t  w eigh t o f  l e g i s l a t i o n  a f f e c t i n g  
th e  sm all f irm  s e c to r  o f  th e  economy. The fo rm er i s  bound up w ith  
th e  f a c t  t h a t  in c re a s e d  d i r e c t  t a x a t io n ,  th ro u g h  d im in is h in g  th e  
a b i l i t y  and th e  in c e n t iv e  f o r  in d iv id u a l s  to  sav e  and in v e s t  ( o r  
r e - i n v e s t )  in  t h e i r  own b u s in e s s e s ,  may le a d  to  a  f u r t h e r  d e c l in e  
i n  sm all b u s in e s s .  A d d i t io n a l ly ,  o th e r  form s o f  t a x a t io n  i n  
e x is te n c e  h ave  n o t  h e lp e d  th e  sm all f irm  s e c to r  to  p ro s p e r ,  e . g . ,  
l i m i t s  f o r  C o rp o ra tio n  Tax, m aking p ro v is io n  f o r  C a p i ta l  T r a n s f e r  
Tax, th e  a d m in is t r a t iv e  b u rd en  o f  VAT, l a r g e  in c r e a s e s  i n  r a t e s ,  
and v a r io u s  changes in  n a t io n a l  in s u ra n c e  c o n t r ib u t io n s .  The 
l a t t e r  i s  more concerned  w ith  th e  p e rs o n n e l management f i e l d  and 
th e  f a c t  t h a t  many sm all in d e p e n d e n t f irm s  a re  to o  sm a ll to  j u s t i f y  
th e  employment o f  a p e rs o n n e l s p e c i a l i s t ,  and c o n se q u e n tly  th e  
p e rs o n n e l fu n c t io n  and a l l  i t  e n t a i l s  may be h an d led  by a  d i r e c t o r  
o r  a s e n io r  m anager. Over th e  l a s t  te n  y e a r s  o r  so t h i s  a r e a  h a s  
become more in v o lv e d  due to  th e  f a c t  t h a t  more and more l e g i s l a t i o n  
h a s  been in tro d u c e d  by s u c c e s s iv e  governm en ts, and a c c o rd in g ly  th e
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amount o f  d a y - to -d a y  a d m in is t r a t io n  h a s  in c r e a s e d  a lo n g  w ith  th e  
n e c e s s i t y  to  spend  more tim e  on i n t e r p r e t i n g  and im p lem en tin g  
l e g i s l a t i o n .  T h e re fo re , th e  l im i t e d  management r e s o u rc e s  o f  th e  
s m a ll f i rm  have been s t r e t c h e d  even m ore, e s p e c ia l l y  c o n c e rn in g  
t r a d e  u n io n  n e g o t i a t io n s ,  i n d u s t r i a l  r e l a t i o n s  and th e  d e v is in g  
and o p e ra t io n  o f  t r a i n i n g  schem es.
However, f o r  many y e a r s  now o u ts id e  s e r v ic e s  o f  v a r io u s  k in d s
h av e  been  a v a i l a b l e  f o r  th e  sm all f i r m . F o r in s ta n c e ,  f i n a n c i a l
p la n n in g  s e r v ic e s  o b v io u s ly  can be e a s i l y  o b ta in e d  from a f i n a n c i a l
a c c o u n ta n t o r  from  an o r g a n is a t io n  s p e c i a l i s i n g  in  a  c e r t a i n  f i e l d ,
e . g . ,  EDITH. Many em ployers* f e d e r a t io n s  and a s s o c ia t i o n s  have
been  s t e a d i l y  d e v e lo p in g  t h e i r  in fo rm a t io n  and a d v iso ry  s e r v ic e s ,
w ith  some o f  th e s e  s t r e t c h i n g  a c ro s s  s e v e r a l  d i f f e r e n t  management
a r e a s ,  r e s u l t i n g  in  th e  a v a i l a b i l i t y  o f  a com prehensive  ran g e  o f
*
o u ts id e  s e r v ic e s .  Some o r g a n is a t io n s  s p e c i a l i s e  i n  th e  p e rso n n e l 
f i e l d ,  and in  some c a se s  even to  th e  e x te n t  o f  u n d e r ta k in g  r e l a t e d  
a d m in i s t r a t iv e  d u t ie s  on a r e g u la r  b a s i s .
The a r e a  o f  f i n a n c i a l  management and a d m in is t r a t io n  f r e q u e n t ly  
p r e s e n t s  th e  sm all f irm  w ith  management p rob lem s w hich may g iv e  
r i s e  to  th e  need  to  u se  o u ts id e  s e r v ic e s ,  e s p e c ia l l y  when a 
b u s in e s s  h a s  expanded to  a  re a so n a b le  s i z e  w ith o u t i t s  management 
a c q u i r in g  th e  n e c e s s a ry  e x p e r t i s e  to  cope w ith  th e  n e c e s s i ty  f o r  
in c r e a s e d  f i n a n c i a l  p la n n in g . F o r i n s t a n c e ,  p rob lem s o f  f i n a n c i a l  
c o n t r o l  o f te n  a r i s e  from an i n a b i l i t y  to  b u d g e t o r  to  p ro d u ce  cash  
f lo w  f o r e c a s t s ,  w ith  a  p o s s ib le  r e s u l t  b e in g  t h a t  a  sm all b u s in e s s  
e n t e r s  an em ergency s i t u a t i o n  w ith  p r e s s u r e  on th e  bank acco u n t when 
heavy  o u tg o in g s  c o in c id e  w ith  peak  t r a d in g .  A no ther a r e a  co n ce rn s
t h e  r a i s i n g  o f o u ts id e  f in a n c e  and t h i s  can  o f te n  be  more d i f f i c u l t  
when a p p l i c a t io n s  a r e  bad ly  p re s e n te d  w ith  i n s u f f i c i e n t  s u p p o r t in g  
f i n a n c i a l  d a ta .  P roblem s such  a s  th e s e  can  c e r t a i n l y  be ta c k le d  
w ith  th e  a id  o f  o u ts id e  s e r v ic e s :  f o r  exam ple, th e  s e r v ic e s  o f  an 
a c c o u n ta n t co u ld  be u sed  to  h e lp  i n s t a l l  a  management a c c o u n tin g  
sy stem , o r  even r e l a t e d  in fo rm a tio n  c o u ld  be  p roduced  w ith  th e  a id
♦
F o r exam ple, i n  C h ap ter 7 o f  t h i s  t h e s i s  a re  d e t a i l s  o f  th e  
s e r v ic e s  o f f e r e d  by th e  BPIF to  i t s  m em bership o f  s m a l le r  f i r m s .
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o f  an a c c o u n tin g  o r  com puter b u re a u .
The s m a ll  f irm  may n eed  a s s i s t a n c e  i n  th e  a r e a  o f  g e n e ra l
management and o r g a n is a t io n .  O ften  a  g r e a t  p r o p o r t io n  o r  p e rh a p s
a l l  th e  m anagem ent r e s o u rc e s  o f  th e  sm a ll f irm  may be c o n c e n tra te d
in  j u s t  one o r  two p e r s o n s . I t  i s  t h e r e f o r e  p o s s ib le  t h a t  th e r e
may be w eakness i n  c e r t a i n  a re a s  o r  a  la c k  o f  b a la n c e  in  f u n c t io n a l
management s k i l l s ,  o r  even i n s u f f i c i e n t  tim e  to  a c q u ir e  s p e c i a l i s t
management s k i l l s  o r  to  c o n s id e r  o r  to  im plem ent any n e c e s s a ry
*
o r g a n i s a t i o n a l  ch an g es . P roblem s such  a s  th e s e  co u ld  be ta c k le d  
w ith  th e  a id  o f  management c o n s u l ta n ts  o r  by o b ta in in g  g e n e ra l  
a d v ic e  -  e . g . ,  e x e c u tiv e  c o u n s e l l in g  -  from tim e  to  tim e  from  any­
one  o f  a  num ber o f  o th e r  o u ts id e  s o u rc e s , d ep en d in g  on th e  p a r t i c u l a r  
problem  b e in g  fa c e d . F or in s ta n c e ,  i f  a sm a ll f irm  does d e c id e  to  
go f o r  g ro w th , th e n  e v e n tu a lly  a  p o in t  w i l l  b e  re a c h e d  where p e rs o n a l  
c o n tro l  i s  a t  i t s  l i m i t  and th e r e  i s  a  n eed  to  in t r o d u c e  more fo rm al 
p ro c e d u re s .  The p ro c e ss  o f  f o r m a l i s a t io n  may demand t h a t  o u ts id e  
h e lp  be o b ta in e d  to  a s s i s t  w ith  th e  i n s t a l l a t i o n  o f  management 
in fo rm a t io n  sy stem s and p ro c e d u re s  f o r  company p la n n in g ; d e f in in g  
c o rp o ra te  o b je c t iv e s  and o u t l i n in g  p o l ic y ;  and in t r o d u c in g  a more 
e f f e c t i v e  o r g a n is a t io n  s t r u c t u r e ,  in c lu d in g  a  c l e a r e r  d e f i n i t i o n  o f  
management r e s p o n s i b i l i t i e s .  A dv iso ry  s e r v ic e s  may be n eeded  when 
a  d i v e r s i f i c a t i o n ,  a c q u i s i t io n  o r  m e rg e r i s  b e in g  c o n s id e re d , o r  
p e rh ap s  when th e r e  i s  a n eed  to  r a t i o n a l i s e  p ro d u c tio n  o r  to  re sp o n d  
to  a d e c l in in g  s ta g e /p h a s e  in  a  p ro d u c t’ s l i f e  c y c le ,  o r  to  k eep  up 
to  d a te  w ith  changes and advances i n  p ro d u c tio n  te c h n o lo g y .
T h ere  can o c cu r d i f f e r e n c e s  o f  o p in io n  betw een members o f  
management -  o r  d i r e c t o r s  i n  th e  c a se  o f  a fa m ily  b u s in e s s  -  on th e  
d e s i r a b i l i t y  o f  c e r t a i n  changes and t h i s  may l e a d  to  a  la c k  o f  co­
o p e ra t io n  on th e  p a r t  o f  th o s e  n o t  co n v in ce d . I t  h a s  been  s a id  by 
some^ ^  ^ t h a t  i f  th e  f a c t io n  p u sh in g  th e  id e a  o f  change i s  aw are 
o f  th e  d a n g e rs  to  th e  u n i ty  o f  th e  f irm  -  e . g . ,  a  d is p u te  o v e r  th e
♦ T hat i s ,  t h e r e  i s  no r e s e r v e  o f  m a n a g e r ia l  manpower w hich can 
be em ployed to  i d e n t i f y  prob lem s and t h e r e a f t e r  to  o f f e r  p o s s ib le  
s o lu t io n s .  Of c o u rse , t h e r e  can be e x c e p t io n s ,  e . g . ,  in  q u ie t  
p e r io d s .
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i s s u e ,  o r  th e  p o s s i b i l i t y  o f  a  la c k  o f  su c c e ss  i f  th e  change i s  
pushed  th ro u g h  -  th e n  by a t t a c h in g  blam e to  an o u t s id e r  such as 
a  management c o n s u l ta n t ,  th e n  th e  sen se  o f  u n i ty  may w e ll be 
p re s e rv e d .
A part from cop ing  w ith  th e  f i n a n c i a l  p la n n in g  a s p e c ts  o f  a 
t i g h t l y  c o n t r o l le d  management su c c e ss io n  i n ,  f o r  exam ple, a 
fa m ily  b u s in e s s ,  o th e r  p roblem s may e v e n tu a l ly  o c cu r i f  management 
a b i l i t y  i s  view ed as  i n h e r i t a b l e  r a t h e r  th a n  a c q u ir e d .^  7 )
T h e re fo re  second  and su b seq u en t g e n e ra t io n  ow ner-m anagers may 
f in d  th e m se lv e s  in  c o n tro l  w ith o u t much e x p e r ie n c e  o f  how o th e r  
p e o p le  do th in g s  and i t  would r e q u i r e  lu c k  f o r  th e  f irm  to  rem ain  
v ig o ro u s  and p ro g r e s s iv e  in  th e  l i g h t  o f  such a p o l ic y .^ ®   ^ A lso ,
th e  management s t r u c t u r e  o f  th e  f irm  can become d i s t o r t e d  to
accommodate th e  p re fe re n c e  o f  in d iv id u a ls  f o r  s p e c i f i c  a re a s  o f  
r e s p o n s i b i l i t y ,  and th e  r e c ru itm e n t o f  q u a l i f i e d  o u t s id e r s  may be 
d i f f i c u l t  i n  th e  c a se  o f  a  f irm  where p rom otion  s to p s  s h o r t  o f
th e  boardroom . However, s u c c e s s o rs  can i n h e r i t  p rob lem s in  t h e i r
own r i g h t  i f  p re d e c e s s o rs  r e f u s e  to  r e l i n q u i s h  management c o n tro l  
i n  t h e i r  l i f e t i m e .  One o th e r  problem  w hich may j u s t i f y  o b ta in in g  
o u ts id e  a d v ic e  i s  what to  do when th e r e  i s  e i t h e r  none o r  no 
im m edia te  m anagenent su c c e ss io n  in  a  fa m ily  b u s in e s s .
In  th e  c o u rse  o f  w r i t in g  t h i s  s e c t io n  m en tio n  h as been made o f  a  
num ber o f  p o s s ib le  re a so n s  why th e  sm all f irm  may have a  need  f o r  
o u ts id e  s e r v i c e s .  H ow ever,the  r e s e a r c h e r  d id  n o t  in te n d  to  c a r ry  o u t an 
e x h a u s tiv e  re v ie w . The ty p e s  o f  o u ts id e  s e r v ic e  p r e s e n t ly  a v a i l ­
a b le  i s  a n o th e r  i n d i c a t o r  o f  p o s s ib le  re a so n s  f o r  u s e ,  so by 
r e f e r r i n g  to  t h e  p r e v io u s ly  m en tioned  A ppendix 1 .1  a s  w e l l ,  a 
f a i r l y  co m p le te  p i c t u r e  o f  th e  s u b je c t  w i l l  em erge. Prom t h i s  
ap p en d ix  i t  w i l l  be seen  t h a t  th e r e  i s  a  w ide ra n g e  o f  o u ts id e  
s e r v ic e s  a v a i l a b l e  f o r  th e  sm all b u s in e s s  f i rm , nam ely , c o n s u l ta n ts  
(m anagem ent, t e c h n i c a l ,  r e s e a rc h ,  f i n a n c i a l ,  l e g a l  and r e c r u i tm e n t) ;  
a d v iso ry  o r g a n is a t io n s  (em ployers* f e d e r a t io n s  and a s s o c ia t i o n s ,  
i n s t i t u t e s ,  governm ent d ep a rtm en ts  and p u b l ic  b o d ie s ) ,  f in a n c e  
o r g a n is a t io n s  ( c l e a r i n g  banks and m erchan t b a n k s ) , and a g e n c ie s  and 
b u reau x  ( p e r s o n n e l ,  s t a f f  and co m p u te r). W henever such  o u ts id e
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s e r v ic e s  a r e  u se d  any d e f i c i e n c i e s  i n  management r e s o u r c e s  may 
be made good , w ith  t h i s  le a d in g  to  a p o s s ib l e  r e s o lu t io n  o f  any 
e x i s t i n g  management problem s* A ls o , any im b alan ce i n  th e  fu n c t io n a l  
management s k i l l s  may b e c o r r e c te d .
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C H A P T E R  2 
THE MANAGEMENT PROBLEMS OP THE SMALL FIRM
2 .1  MANAGEMENT PROBLEMS
In  th e  p r e v io u s  ch a p ter  i t  was m en tion ed  th a t  th e  u se  o f  o u t­
s id e  s e r v ic e s  by th e  sm all firm  may be r e la t e d  to  th e  e x i s t e n c e  o f  
management p rob lem s. T h ere fo r e , th e  management problem s o f  th e  
sm a ll firm  and th e  a rea s  in  w hich th ey  may o ccu r  w i l l  be c o n s id e r e d  
i n  more d e t a i l  in  t h i s  s e c t io n .  Many problem s o ccu r  in  th e  a rea  
o f  g e n e r a l management and o r g a n is a t io n ,  e s p e c ia l ly  in  c o n n e c tio n  
w ith  company p la n n in g  and developm en t, o r g a n is a t io n  and management 
s t r u c t u r e ,  and management s u c c e s s io n .  O thers r e l a t e  to  th e  a rea s  
o f  f in a n c ia l  management and a d m in is tr a t io n , p e rso n n e l management, 
p r o d u c tio n  management and c o n tr o l ,  and m a rk etin g .
1 .  Company P la n n in g  and Developm ent
C oncern ing  company p la n n in g  and d evelop m en t, b eca u se  d a y - to -  
day w ork ing p r e s s u r e s  can b e c o n s id e r a b le  i n  a sm a ll f ir m , th e r e  i s  
o f t e n  i n s u f f i c i e n t  tim e -  e s p e c ia l ly  when t h e  ow ner-m anager o r  
m anaging d ir e c t o r  r e p r e s e n ts  a  la r g e  p r o p o r tio n  o f  th e  firm* s  
o r g a n is in g  s k i l l s  -  t o  a c q u ir e  know ledge o f  s p e c i a l i s t  management 
s k i l l s ,  and i n s u f f i c i e n t  tim e to  b r in g  about any n e c e s s a r y  
o p e r a t io n a l ,  a d m in is tr a t iv e  and s t r a t e g i c  ch a n g es . Connelan (1 9 7 2 )  
h a s s t r e s s e d  th e  im p ortan ce o f  b e in g  m o tiv a te d  to  d ev e lo p  th e  firm  
and t o  t a c k le  and s o lv e  problem s when th e y  a r e  a t  th e  i n i t i a l  s t a g e s  
o f  d ev elo p m en t. A r e s i s t a n c e  to  change c r e a t e s  problem s when, f o r  
I n s t a n c e ,  th e  owner i s  u n a b le  o r  u n w i l l in g  t o  respond  t o  th e  d e c l in in g  
s t a g e  i n  a product* s  l i f e  c y c l e ,  o r  to  k eep  up to  d a te  w ith  changes  
and a d van ces in  p ro d u ctio n  t e c h n o l o g y . S i m i l a r l y ,  C arter  emd 
W illia m s (1 9 5 6 )  have d e sc r ib e d  t h i s  s i t u a t i o n  i n  term s o f  th e  •p a r­
o c h ia l  f ir m * , i . e . ,  such  f ir m s  h ave  a  la c k  o f  i n t e r e s t  i n  id e a s  
d e v e lo p e d  o u t s id e  th e  firm  in  th a t  th e y  h a v e  no o r g a n ise d  f lo w  o f  
t e c h n ic a l  in fo r m a tio n  from p e r i o d i c a l s ,  r e s e a r c h  a s s o c ia t io n  b u l l e t i n s ,
from c u sto m ers , and no one ca p a b le  o f  u n d e r s ta n d in g  th e  in fo r m a tio n
(2 )-  o u t s id e  a narrow  f i e l d  -  i f  i t  came. A g a in st  th e  background o f  
management b e in g  p a r t ly  a m a tter  o f  sound t e c h n o lo g ic a l  s k i l l s  and 
p a r t ly  a  m a tte r  o f  good managenent s k i l l s  ( i n  f in a n c e ,  m a rk etin g , p la n ­
n in g ,  c o n t r o l ,  com m unications, aw aren ess o f  m odem  management m eth o d s).
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B ates ( 1971) m entions t h a t  n o t on ly  a re  many sm all b u s in e s se s  n o t 
v e ry  good a t  management, many o f them a re  n o t very  in t e r e s t e d  in  
im proving i t .  A lso , i t  i s  r a r e ly  p o s s ib le  fo r  a  b u s in e s s  to
s tan d  s t i l l  f o r  lo n g , sim ply  because th in g s  change and th e  s t a t i c  
b u s in e ss  may s l i p  back in  r e l a t i v e  te rm s . The d e c lin e  w i l l  sometimes
be slow and a cc e p tab le  to  th e  owner, o r  i t  may go u n n o tic e d  u n t i l  
th e  p o s i t io n  becomes i r r e v e r s i b l e .
Some sm all .firm s f a i l  to  i n s t a l l  form al system s o f  management 
c o n tro l .  At some s tag e  in  th e  growth o f  a  sm all f i rm  th e  owner- 
manager r e q u ir e s  supplem entary  system s to  e x is t in g  p e rso n a l c o n tro l ,  
w ith  th e se  u s u a l ly  r e l a t i n g  to  th e  u se  o f  management te ch n iq u es  such 
as  c o s t in g  and bu d g e tary  c o n tro l to  p ro v id e  e s s e n t ia l  management 
in f o r m a t io n .  T his f a i l u r e  m ight be because o f  th e  u n w illin g n e ss  
o f  d i r e c to r s  and owners to  c o n sid e r th e  a p p l ic a t io n  o f  management 
te ch n iq u es  in  th e  l i g h t  o f  n o t w ish ing  to  become over o rg a n ise d  and 
lo s in g  t h e i r  p e rso n a l c o n tro l  to  s p e c i a l i s t s ,  h e a r in g  o f  f a i l u r e s  
o f  a p p l ic a t io n  in  o th e r  f irm s , o r  b e in g  to o  busy  (o r  la z y )  to  keep 
up to  d a te .  A nother re a so n  could  be d i f f e r e n c e s  o f  o p in io n  betw een 
members o f  management, o r  d i r e c to r s  in  th e  case  o f a  fa m ily  b u s in e s s , 
on th e  d e s i r a b i l i t y  o f  c e r t a in  changes, which may le a d  to  a  la c k  o f 
c o -o p e ra t io n  on th e  p a r t  o f  th o se  n o t co n v in ced .
Sometimes a  sm all f irm  does n o t make f u l l  u se  o f  th e  b a s ic  
re q u ire m e n ts  o f  e f f e c t iv e  c o s t in g , c o s t  c o n t r o l ,  f in a n c ia l  p lan n in g , 
m ark e tin g , p ro d u c tio n  p la n n in g  and c o n t r o l ,  m a te r ia l  u t i l i s a t i o n ,  
la b o u r s c h e d u lin g , w aste c o n tro l and r e l a t e d  a c t i v i t i e s  which 
p ro v id e  fu n c t io n a l  com petence. To add th e  c o m p lex itie s  and c o s t 
o f  second g e n e ra tio n  management tech n iq u es  on to  an o rg a n is a t io n a l  
s t r u c tu r e  n o t y e t re ad y  to  re c e iv e  and a s s im i la te  them i s  to  add
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f u r th e r  bu rdens to  a lre a d y  overworked e x e c u tiv e s  and s t r a in e d  
l i q u i d i t y .  By d i s t r a c t i n g  management from i t s  prime purpose th i s  
can e v e n tu a l ly  erode such e f fe c t iv e n e s s  a s  management a lre a d y  
p o s se s s e s .
Many sm all firm s a re  unab le  to  r e s i s t  pro longed e x te r n a l  
p re s su re s  such  as adverse  economic c o n d itio n s  b r in g in g  a  sh o rtag e  
o f  cash  and a  f a l l i n g  demand. In  c o n t r a s t ,  th e  a s s e ts  o f  th e  la r g e r  
f irm , and perhaps th e  w ider s o c ia l  im p lic a tio n s  o f  b u s in e s s  f a i l u r e  
le s s e n s  th e  chances o f  such an o ccu rren ce . In  a  s i t u a t io n  such as 
t h i s  o u ts id e  s e rv ic e s  such  a s  co n su ltan cy  cou ld  be used to  ta c k le  
e x is t in g  problem s and to  p la n  fo r  fu tu re  developm ent. However, 
some show a  re lu c ta n c e  to  u se  e x te rn a l p ro b lem -so lv in g  s e r v ic e s ,  
perhaps b ecause  t h i s  u se  i s  an adm ission o f  management w eakness.
On th e  o th e r  hand, th e  re a so n s  f o r  many sm all firm s f a i l i n g  to  take  
as  much advan tage  o f  o u ts id e  adv ice as  th e y  could  i s  th o u g h t to  be 
due to  an unaw areness o f  th e  s e rv ic e s  a v a i la b le ,  o r n o t knowing 
whom to  approach  in  o rd e r  to  o b ta in  them, o r  a  concern abou t th e  
p o s s ib le  c o s t  o f s p e c i a l i s t  s e r v ic e s .  An a d d it io n a l  d i f f i c u l t y  
a r i s e s  from  th e  f a c t  t h a t  th e  p ro p r ie to r s  o r  managers o f  sm all 
b u s in e s s e s , n o t hav ing  a  p a r t i c u l a r  e x p e r t is e  o r q u a l i f i c a t io n  
th em selv es , o f te n  do n o t know what q u e s tio n s  to  ask  in  
o rd e r  to  o b ta in  th e  s e r v ic e s  o r  adv ice  which would be o f  v a lu e  to  
them. The problem  i s  ag g rav a ted  in  th e  case  o f  sm all b u s in e s se s  
which a r e  j u s t  e s ta b l i s h in g  them selves. Whereas sm all b u s in e s se s  
which have been  in  e x is te n c e  fo r  some tim e sh o u ld  have  p r o f e s s io n s !  
a d v is e r s  such  a s  a c c o u n ta n ts ,  la w y e rs  and b a n k e rs , to  a l l  
o f  whom th e y  can tu rn  f o r  ad v ice , th e  new b u s in e s se s  may n o t y e t 
have th e s e  p a r t i c u l a r  c o n ta c ts .
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2 . O rg a n isa tio n  and Management S tru c tu re
In  th e  case  o f  th e  sm all f irm  t h i s  i s  o f te n  a  problem  
r e f l e c t i n g  a  la c k  o f  b a lan ce  in  th e  fu n c t io n a l  s k i l l s .  U n like  th e  
l a r g e r  f irm , th e  sm all f irm  cannot su b -d iv id e  th e  fu n c tio n a l  s k i l l  
a re a s  and ap p o in t s p e c ia l i s t s *  For exam ple, in  a  la rg e  company th e  
d u tie s  o f  p ro d u c tio n  p la n n in g , buy ing , shop lo a d in g , p e rso n n e l, 
w e lfa re , un ion  n e g o tia t io n s  and wages c a lc u la t io n  a re  a l l  s e p a ra te ,  
y e t  in  a  sm all f irm  th e y  may a l l  be done p e rs o n a lly  by , f o r  example, 
th e  works m anager, who canno t p o s s ib ly  re a c h  th e  degree o f  competence 
in  a l l  h is  d u t ie s  which may be expected  in  th e  la rg e  o rg a n is a t io n .  
However, a s  s e v e ra l  w r i t e r s  have p o in te d  o u t ,  e .g .,In g h am  (1 9 6 ? ) , 
sm all f irm s  have an advan tage in  th e  r e la t io n s h ip  between th e  manage­
ment and th e  em ployees. Because o f  th e  s iz e  o f  th e  b u s in e s s  
com m unications betw een management and w orkers a re  e a s ie r  and 
co n seq u en tly  'p e r s o n a l  co n tro l*  o f  management can be used  to  g re a t  
e f f e c t iv e n e s s .
The personal c o n tro l  p re v a le n t in  th e  sm all firm  s e c to r  o f te n  
demands an a l l-p u rp o s e  manager capab le  o f  accom plish ing  a  wide v a r ie ty  
o f  m an ag eria l t a s k s ,  i . e . , a  manager p o s se ss in g  e n tre p re n e u r ia l  f l a i r  
and some degree  o f  e x p e r t is e  in  a l l  th e  main management a re a s  -  
p ro d u c tio n , s a le s ,  p e rso n n e l and f in a n c e . As has been em phasised 
by many w r i t e r s  in  th e  p a s t ,  e .g . ,B a te s  (1 9 7 1 ), th e se  p a r t i c u l a r  
s k i l l s  a re  r a r e l y  found in  one man. T h e re fo re , th e re  w i l l  te n d  to  
be w eaknesses in  some o f  th e se  a re a s  o f  management.
A nother management problem  connected  w ith  a  p e rso n a l c o n tro l 
o f  a  b u s in e s s  i s  la c k  o f  management d e le g a t io n ,  whereby a  f irm  can 
become ov er-d ep en d en t upon th e  p a r t i c u l a r  a b i l i t i e s  o f  one man. I t  
can happen th a t  th e  owner-manager has no one to  d e leg a te  t o ,  i . e . , a  
middle-management la y e r  does n o t e x i s t ,  o r  th e re  i s  no one capab le
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o f  ta k in g  on d e leg a te d  r e s p o n s i b i l i t i e s ,  o r  the  owner-manager i s  
e i th e r  in c a p a b le  o f d e le g a tin g  ta sk s  o r  j u s t  d ecides n o t to  do so 
because he w ishes to  m a in ta in  management c o n tr o l .
O ther problem a re a s  a re  o u tlin e d  below ;
a .  T h ere  may be  no r e s e r v e  o f  m a n a g e ria l manpower w hich can be 
used  to  b o th  i d e n t i f y  and o f f e r  s o lu t io n s  to  p a r t i c u l a r  problems 
fa c in g  th e  b u s in e s s .
b . D e f ic ie n c ie s  in  th e  range o f  management re so u rc e s  a v a i l a b le .
For in s ta n c e ,  management m ight be v e ry  com petent in  p ro d u c tio n  
b u t weak in  m ark e tin g . E lsew here, a  sm all f irm  may need th e  
s e r v ic e s  o f  a  management acco u n tan t o r  a  work stu d y  e n g in e e r , 
b u t have in s u f f i c i e n t  work a v a i la b le  to  j u s t i f y  making a  
perm anent appoin tm ent.
c. The sm all firm  i s  v u ln e ra b le  to  s e t-b a c k s  such as  th e  lo s s  o f 
key em ployees.
d . Loss o f  management c o n tro l  may o ccu r when, f o r  in s ta n c e ,  th e  
owner-m anager re a c h e s  th e  l im i t  o f  h is  m anageria l com petence, 
o r  when guesswork p redom inates as  opposed to  th e  d is c ip l in e d  
a n a ly s is  o f  f a c t s .  A lso , th e  most e f f e c t iv e  owner-manager i s  
n o t n e c e s s a r i ly  f r a n t i c a l l y  working on everyday problem s m orning, 
noon and n ig h t:  he i s  th e  one who s e t s  a s id e  s u f f i c i e n t  tim e to  
th in k  o f  th e  f u tu r e ,  sp o t p o s s ib le  problem s and work o u t th e  
means o f  c ircu m v en tin g  them.
C oncerning d e f ic ie n c ie s  in  a v a i la b le  management r e s o u rc e s ,  
E i l le b r a n d t  (1971), f o r  exam ple, m entions th a t  sm all firm s in  th e  
c o n s tr u c t io n  in d u s try  canno t j u s t i f y  -  because o f th e  s iz e  o f  tu rn ­
ov er -  th e  employment o f  more th an  a  v e ry  few n o n -o p e ra tiv e s . 
C onsequen tly , th e  p r in c ip a l ( s )  o f  th e  sm all f irm  must u s u a l ly  
u n d e rtak e  a l l  management fu n c tio n s , and a p a r t  from th e  knowledge
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and s k i l l  o f  th e  o p e ra t iv e s ,  th e  te c h n ic a l  knowhow has a ls o  to  be 
c o n c e n tra te d  in  th e  same one o r two in d iv id u a ls .
I f  th e  ownership and c o n tro l o f  a  sm all firm  r e s t s  w ith  a  fa m ily , 
problem s may a r i s e  in  r e s p e c t  o f c o n f l i c t  betw een, say , f a th e r  and 
son , and betw een b ro th e r s .  A lso , i f  p o s i t io n s  a re  c re a te d  in  th e  
f irm  f o r  fa m ily  members, th e  r e s u l t  may w e ll be th e  fo rm atio n  o f  a  
to p -h eav y  management s t r u c tu r e  and th e  engendering  o f d i s i l l u s i o n ­
ment among em ployees, p r im a r i ly  because th e  l a t t e r  may view such 
moves a s  a  b lock  to  f u r th e r  advancement a t  a  l a t e r  d a te .  Problem s 
can  a r i s e  w ith  a  s e p a ra tio n  o f investm ent and management w here, f o r  
in s ta n c e ,  th e  p ro fe s s io n a l management i s  r e s p o n s ib le  to  an investm ent 
h o ld in g  company composed o f  th e  fa m ily , who may tak e  v a ry in g  degrees 
o f  i n t e r e s t  in  the  a f f a i r s  o f  th e  f irm . I f  fam ily  i n t e r e s t  i s  h i ^  
an a rrangem ent such as t h i s  has th e  advan tage  th a t  th e  fa m ily  can a c t  
a s  a  fo c u s  f o r  lo y a l ty ,  and be in g  removed from  th e  d i s c ip l in e  system 
th e  fa m ily  can communicate d i r e c t l y  w ith  th e  w orkforce i f  need b e . 
However, th e  g oa ls  o f  th e  h o ld in g  company and th e  firm  may be a t  odds 
i f  th e  fo rm er wants a  secu re  and re g u la r  r e tu r n  and th e  l a t t e r  wants 
to  r e s t r i c t  d iv idends to  f in a n c e  f u r th e r  expansion . M oreover, i f  
ex p an sio n  i s  r e s t r i c t e d  i t  could  le a d  to  th e  lo s s  o f  a  good 
management team .
3. ITsnagement Succession
A d i f f i c u l t  problem  f o r  th e  sm all f irm  i s  p ro v id in g  ad eq u a te ly  
f o r  management su ccess io n . The one-man b u s in e s s  and th e  fa m ily  
b u s in e s s  whose owners a re  g e t t in g  on in  y e a rs  and which have no 
s u i t a b le  sec o n d -lin e  management to  fo llo w  th e n , a l l  too  o f te n  
c o l la p s e  when th e re  i s  a  d e a th  ( i r r e s p e c t iv e  o f  ta x a t io n  f a c t o r s ) ,  
o r  ru n  dow nh ill s t e a d i ly  f o r  want o f  new id e a s  and y o u th fu l v ig o u r.
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T his s i t u a t i o n  f u r th e r  i l l u s t r a t e s  th e  outcome o f  depending on the
a b i l i t i e s  o f  one man o r a  v e ry  sm all management team , a s  i t  i s  very
o f te n  d i f f i c u l t  to  re p la c e  th e  management re so u rc e s  which p re v io u s ly
*
in flu en c ed  th e  success o f a  p a r t ic u la r  b u s in e s s . A lso , th e  owner- 
manager who re fu s e s  to  r e l in q u is h  management c o n tro l  as  lo n g  as  he 
l iv e s  poses many problems f o r  h is  ev en tu a l su c c e sso r .
D avidson (1972) d is c u s s e s  management su ccess io n  in  sm all 
fam ily  f irm s  in  term s o f  management a b i l i t y  b e in g  viewed a s  
in h e r i ta b le  r a th e r  th an  a c q u ire d . Thus sec o n d -g e n e ra tio n  owners 
cou ld  f in d  them selves in  command w ith o u t much ex p erien ce  o f  how 
o th e r  peop le  do t h i n g s D a v i d s o n  m entions what he c o n s id e rs  
to  be two unhappy s id e  e f f e c t s  o f t i g h t l y  c o n tro l le d  fa m ily  su ccess io n ; 
f i r s t l y ,  th e  management s t r u c tu r e  o f th e  f irm  can become d i s to r t e d  to  
accommodate th e  p re fe re n ce  o f  in d iv id u a ls  f o r  s p e c i f ic  a re a s  o f  
r e s p o n s ib i l i t y ,  and seco n d ly , th e  re c ru itm e n t o f  q u a l i f i e d  o u ts id e rs  
i s  v e ry  d i f f i c u l t  in  a  f irm  where prom otion s to p s  sh o r t o f  th e  board­
room.
Management su cc e ss io n  in  sm all f irm s  i s  examined by  C a r te r  
and W illiam s (1956), and th e y  say th a t  th e  sm all f irm  s ta n d s  in  
s p e c ia l  danger o f  th e  p a ro c h ia lism  p re v io u s ly  m entioned . T h is  would 
happen when th e  sm all f irm  added to  a l l  i t s  o th e r  problem s th e  
f in a n c ia l  d i f f i c u l t i e s  o f  m a in ta in in g  fa m ily  co n x rc l b y  r e c r u i t i n g  
i t s  s e n io r  management m ain ly  from th e  narrow  c i r c l e  o f  th e  fo u n d e r 's  
fa m ily . I t  would re q u ire  unusual lu c k  to  rem ain  v ig o ro u s  and 
p ro g re s s iv e  in  th e  l i g h t  o f  such a  p o l ic y ,  a s  th e re  i s  no c e r t a in ty  
t h a t  th e  q u a l i t i e s  o f  v ig o ro u s  p e r s o n a l i ty  and b u s in e ss  acumen so
* I t  cou ld  w e ll be t h a t  many sm all f irm s  canno t a f fo rd  to  pay  the  
s a l a r i e s ,  e t c .  demanded by com petent p ro fe s s io n a l  m anagers.
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e s s e n t i a l  to  th e  founder o f  a  sm all b u s in e ss  w i l l  be p o ssessed  by 
members o f  h i s  fam ily . The f in a n c ia l  d i f f i c u l t i e s  o f  m a in ta in in g  
fam ily  c o n tro l  may p rev en t d e s ira b le  te c h n ic a l  p ro g ress  as  funds 
would have to  be re se rv e d  f o r  the  payment o f  d ea th  d u t ie s .
R egard ing  th e  a n a ly s is  o f  an i l l u s t r a t i v e  h i s t o r i c a l  sample 
o f tw enty  w e ll-c h ro n ic le d  fam ily  b u s in e sse s  -  e .g .  Cadbury, De La Rue, 
N a im , P i lk in g to n  -  Bosw ell (1973) suggested  th a t  th e re  was some 
tendency tow ards reduced  b u s in e s s  i n t e r e s t  and a b i l i t i e s  in  th e
( 7 )second and l a t e r  g e n e ra tio n s  o f  the  founding  fam ily . '' I t  was 
a lso  n o ted  th a t  t h i s  f a c to r  o f te n  seemed to  combine w ith  in c re a s in g  
c o m p e titio n  and e x te rn a l p re s s u re , producing  in te r m i t te n t  o r  con­
tin u o u s  p e r io d s  o f  d e c l in e .  The re v iv a l  o r su c c e ss fu l con tin u an ce  
o f th e  b u s in e s s  -  a p a r t  from  a  few b r i l l i a n t  excep tio n s  -  g e n e ra l ly  
appeared  to  depend on th e  r e t r e a t  o f th e  o r ig in a l  fam ily  by means o f  
ab sen tee  ow nership , re c ru itm e n t of new management, p u b lic  q u o ta tio n  
o r ta k e -o v e r .
4 . F in a n c ia l  Management and A d m in is tra tio n
The a re a  o f  f in a n c ia l  management and a d m in s tra tio n  u s u a l ly
p re s e n ts  s p e c ia l  problem s f o r  th e  sm all f i rm . For in s ta n c e ,  th e  
( 8)
M idland Bank has m entioned th a t  problem s o f  f in a n c ia l  c o n tro l  
f r e q u e n t ly  a r i s e  from an i n a b i l i t y  to  budget o r  to  produce cash  flow  
f o r e c a s t s ,  w ith  th e  r e s u l t  t h a t  a  sm all b u s in e ss  e n te r s  an emergency 
s i t u a t io n  w ith  p re s su re  on th e  bank account when heavy o u tg o in g s  
c o in c id e  w ith  peak t r a d in g .  S im ila r ly , th e re  have been many 
examples in  th e  p a s t  o f  o p t im is t ic  fo r e c a s t in g  o f  s u c c e ss fu l t r a d in g  
by re a so n  o f  in c re a s in g  s a le s  tu rn o v e r, w hereas in  a c tu a l  f a c t  th e  
b u s in e ss  may be in c u r r in g  m ounting lo s s e s .  f u r th e r ,  i t  i s  thought 
rem arkab le  t h a t  many businessm en whose b u s in e sse s  have expanded to  
re a so n a b le  s iz e  rem ain i l l - e q u ip p e d  to  cope w ith  th e  d e t a i l s  o f
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f in a n c ia l  management.
A number o f  o th e r  problem s can be tra c e d  to  t h i s  management a re a , 
namely ;
a . R a is in g  fin a n c e  : t h i s  can  be p rob lem m atical when th e  sm all
businessm an an d /o r h is  a d v ise rs  -  p ro fe s s io n a l  o r o th e rw ise  -
a re  unaware o f  a l l  th e  p o s s ib le  so u rc e s , o r because th e  case
f o r  lo a n  f a c i l i t i e s  i s  b ad ly  p re se n te d  w ith  in s u f f i c i e n t  su p p o rtin g  
f in a n c ia l  d a ta .
b . T ax a tio n  :
ta x a t io n  in  i t s  v a r io u s  forms can c r ip p le  the  sm all b u s in e s s  
f irm , e s p e c ia l ly  in  r e l a t i o n  to  c u r t a i l i n g  developm ent a s  th e  
p r ic e  o f  e n su rin g  c o n t in u i ty  o f  ow nership  and c o n tro l ,  e . g . , in  
th e  case  o f  fa m ily  f i rm s .
c. Management re so u rc e s  : d e f ic ie n c ie s  o r  l im i t a t i o n s ,  e . g . , l a c k  o f  
b a s ic  acco u n tin g  know ledge, in s u f f i c i e n t  e x p e r tis e  to  i n s t a l l  
m onthly management a cco u n tin g  system s and to  t h e r e a f t e r  m a in ta in  
such sy stem s.
d. F in a n c ia l  management c o n tro l  : l im i te d  use  o f the  management
in fo rm a tio n  which i s  a v a i la b le  a s  a  b y -p ro d u c t o f e s s e n t i a l
o f f i c e  work; f a i l u r e  to  produce r e g u la r  management in fo rm a tio n  
on such p o in ts  a s  c o s t  o f  s a le s ,  overhead  a n a ly s is ,  d e b t 
arrangem ents ; i n e f f e c t iv e  management -  f a i l i n g  to  reduce
c o s ts  ( e s p e c ia l ly  i n  tim es  l i k e  th e  p re s e n t)  and to  conserve  
c a p i t a l  ( c o l le c t in g  d e b ts ,  keep ing  c r e d i t  s a le s  under c o n tro l ,  
d e a lin g  w ith  i n t r a n s i g e n t  custom ers, s to c k  c o n tro l ,  p r ic in g  
p o l ic y ) ;  i n t e r p r e t in g  new l e g i s l a t i o n  and supp ly ing  o f f i c i a l  
b o d ie s  w ith  d a ta .
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R egard ing  th e  f i r s t  and l a s t  p o in ts  o u tl in e d  above, a  conclusion
drawn by Lees (1971) on th e  b a s is  o f  a  la rg e  number o f in te rv ie w s  w ith
*
f in a n c ia l  i n s t i t u t i o n s  , was th a t  poor q u a l i ty  management and la ck  o f
adequate f in a n c ia l  c o n tro l in  a  sm all f irm  was viewed as  a  s e r io u s
(9)o b s ta c le  by a l l  l e n d e r s . :  '  A lso , th e  s tu d y  o f 50 sm all f irm s  
d ir e c te d  by Dunning (1971) id e n t i f i e d  th e  c h a r a c te r i s t i c s  o f  firm s 
which were su c c e ss fu l o r  u n su cc e ss fu l in  r a i s in g  e x te rn a l  fin an ce  
d u rin g  1968 and 1969.^*^^^ The su c c e ss fu l a p p lic a n ts  d isp la y e d  th e  
fo llo w in g  c h a r a c te r i s t i c s  : ( i )  t h e i r  p r o f i t / s a l e s  r a t i o  and growth
perform ance f o r  th e  y ea rs  1965/9 were g e n e r a l ly  above th e  average  fo r  
a l l  th e  f irm s  in  th e  sample; ( i i )  th e y  re q u ire d  f in a n c e  f o r  
'expansionary*  reaso n s and u s u a l ly  f o r  c l e a r l y  s p e c if ie d  p u rposes; 
( i i i )  th e y  found i t  co m p ara tiv e ly  easy  to  know where to  lo o k  f o r  
f in a n c e  and most denied  th a t  th ey  had experienced  an ' in fo rm a tio n  
g ap ' ; ( iv )  th e y  were g e n e r a l ly  w e ll v e rse d  o r ad v ised  on 
f in a n c ia l  m a tte r s ,  n o tw ith s ta n d in g  t h e i r  c la im  th a t  im p a r t ia l  
adv ice  was sometimes d i f f i c u l t  to  o b ta in ; (v ) th ey  were n o t in  
g e n e ra l o v e r-am b itio u s  in  t h e i r  re q u e s ts  f o r  f in a n c e , on th e  o th e r  
hand , th e y  were p e rse v e rin g  in  t h e i r  a tte m p ts  to  o b ta in  th e  fu n d s t h ^  
needed on th e  most fav o u rab le  term s; ( v i )  though vo ca l abou t th e  
a d d i t io n a l  p re su re s  p laced  upon them by r e c e n t  government f i s c a l  
m easures, and th e  c r e d i t  r e s t r a i n t s  in  g e n e r a l ,  they  appeared  to  
have ta k en  th e se  in  t h e i r  s t r i d e .  The u n su cc e ss fu l a p p l ic a n ts  
d isp la y e d  th e  fo llo w in g  c h a r a c te r i s t i c s  ; ( i )  th ey  were g e n e ra l ly  
l e s s  p r o f i t a b l e  than  th e  average firm s in  th e  sample; ( i i )  a  
h ig h e r  p ro p o r t io n  o f  them re q u ire d  f in a n c e  f o r  d e fen siv e  re a so n s ,
*  In c lu d ed  were f in a n c ia l  i n s t i t u t i o n s  such a s  th e  c le a r in g  banks and 
t h e i r  s u b s id ia r i e s ,  in su ran ce  com panies, p ension  funds, m erchant banks, 
v e n tu re  c a p i t a l  in s t i tu t io n s ^  th e  S tock Exchange, f in a n c e  houses, o v er­
sea s  b anks, le a s in g  com panies, f a c to r in g  and in v o ice  d is c o u n tin g  
com panies, b i l l  f in an ce  and the  d isc o u n t m arket.
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and o f  th e  r e s t  few seemed to  have any c le a r  id eas  o f why th e y  wanted 
funds; ( i i i )  they  were in c l in e d  to  com plain about b o th  an 'a v a i l a b i l i t y  
o f funds* and an 'in fo rm a tio n  gap*; ( iv )  th e y  were m a n a g e ria lly  and 
f i n a n c i a l l y  u n s o p h is t ic a te d , nor d id  th ey  alw ays seem to  g e t th e  
b e s t  a d v ice  from  th e i r  a cco u n tan ts  o r  bank m anagers; (v ) th e y  
seemed to  be p a r t i c u la r ly  ad v e rse ly  a f f e c te d  by re c e n t government 
f i s c a l  m easures and c r e d i t  r e s t r a i n t s ;  ( v i )  th ey  lack ed  persev eran ce  
in  see k in g  f in a n c e , sometimes g iv in g  up a t  th e  f i r s t  a tte m p t.
On th e  su b je c t o f management r e s o u rc e s , Hebden and Robinson
( 1971) commented in  t h e i r  s tu d y  o f  sm all f irm s  in  th e  m otor v e h ic le
d i s t r i b u t i o n  and r e p a i r  in d u s try  ( th e  m otor t r a d e s ) ,  t h a t  th e re  was
a  la c k  o f  knowledge o f  s tan d a rd  acco u n tin g  p rocedu res and p r a c t ic e s
( 11 )
which was p a r t i c u l a r ly  pronounced in  sm all f i rm s . - O u tside  o f
la rg e  g a ra g e s , which a re  a b le  to  employ s p e c i a l i s t s ,  i t  was found 
t h a t  th e r e  was a  la c k  o f a t te n tio n  p a id  to  s tan d a rd  management te ch n iq u es ,
e .g . ,  c o s t in g  was o f te n  la x  w ith  th e  r e s u l t  t h a t  low p r ic e s  sometimes 
r e f l e c t e d  in ad eq u a te  charges f o r  c o n tr ib u to ry  s e r v ic e s ,  management 
tim e and g e n e ra l overheads.
5. O ther Froblem Areas
The s tu d y  o f 64 sm a lle r  firm s made by  Bosw ell (1973) showed, 
on th e  one hand, th a t  many o f  th e  f irm s  were (a p p a re n tly )  exempt 
from  s e r io u s  management problem s, and on th e  o th e r  hand such 
problem s w ere c le a r ly  observed  and m o stly  ad m itted  in  o th e r s .
The ty p e s  o f  management problem  id e n t i f i e d  were d e le g a tio n  (seven  
f irm s  : 12 p e r  c e n t, o f  th e  sample) ; m an ag eria l f a t ig u e  connected  
w ith  age a n d /o r  long  te n u re s  (11 firm s  : I 6 p e r c e n t . ) ;  problem s
* The 64 sm a lle r  firm s  s tu d ie d ,  i . e . , p r i v a t e  companies w ith  few er than  
500 em ployees, were lo c a te d  m ainly in  th e  E a s t M id lands. 44 firm s 
o p e ra te d  in  v a rio u s  s e c to r s  o f e n g in e e rin g , and 20 firm s  o p e ra ted  
in  h o s ie r y  and k n itw e a r . In te rv iew s were h e ld  w ith  c h ie f  ex ecu tiv e s . 
B osw ell a ls o  made a s tu d y  o f  318 f irm s  -  th e  Companies House Study -  
in v o lv in g  th e  a n a ly s is  o f f in a n c ia l  d a ta .
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connected  w ith  g e ro n to c racy  (10 firm s : 14 p e r  c e n t . ) ;  management 
su cc e ss io n  ( about 16 p e r  c e n t . ) ;  r e f e r r e d  to  p e rso n a l m anageria l 
in ad eq u ac ies  (lO firm s  : 14 p er c e n t . ) ;  a f f e c te d  by s e r io u s  h e a lth ,  
m oral o r  fa m ily  prob lem s, o r  o th e r  d i s a b i l i t i e s  (6 f irm s  : 9 p e r c e n t . ) .  
I t  was found th a t  th e re  was a  heavy c o n c e n tra tio n  o f  s e r io u s  manage­
ment problem s in  th e  f irm s  w ith  poor grow th and p r o f i t a b i l i t y :  th i s
c o n c e n tra tio n  was c l e a r e s t  in  th e  case  o f  p e rso n a l m an ag eria l 
in ad eq u ac ies  and t r a d i to n a l is m , w ith  th e  l a t t e r  b e in g  in d ic a te d  
by a  c o n se rv a tio n  o r i e n ta t io n  in  re s p e c t  o f  f iv e -y e a r  g o a ls ,  o r  
perhaps by th e  absence o f  c e r ta in  modern te c h n iq u e s , a  r e s i s ta n c e  
to  t r a in in g  schemes o r  a  low use o f o u ts id e  s e rv ic e s .  R egard ing  
th e  grow th perform ance o f  th e  sam ple, i t  was found th a t  e v e r  one-
q u a r te r  o f  th e  firm s more th an  doubled t h e i r  s a le s  over th e
f iv e -y e a r  p e r io d  rev iew ed  (1964-68); 14 p e r  c e n t ,  more th a n  t r e b le d
t h e i r  s a le s ;  and n e a r ly  o n e - th ird  rem ained v i r t u a l l y  s t a t i c  o r  in
most c ase s  a c tu a l ly  d e c l in e d .
Only n in e  f irm s  ad m itted  to  s e r io u s  in ad eq u ac ies  in  f in a n c ia l  
c o n tro ls ,  wage in c e n t iv e  schemes, s a le s  o rg a n is a t io n  and m arket 
r e s e a rc h , o r  management te ch n iq u es  g e n e r a l ly .  However, i t  was 
p o in ted  out t h a t  in  sm all f irm s  many o f th e  u s u a l te ch n iq u es  may be 
a p p lie d , b u t r e l a t i v e l y  in fo rm a lly  and w ith o u t th e  c o n v en tio n a l 
l a b e l s .  N o n -a p p lic a tio n  was u s u a l ly  th e  r e s u l t  o f  g e n e ra l co n serva tism  
o r  inadequcy on th e  p a r t  o f  d i r e c to r s .  D e fec tiv e  te ch n iq u es  (a s  
term ed by th e  re sp o n d en ts )  were thought to  be a  symptom o f  s e r io u s  
management problem s. A lso , th e  firm s w hich adm itted  s e r io u s  
management problem s were th o u g h t to  have in ad eq u a te  te c h n iq u e s  and
c o n tro ls .
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Few firm s s in g le d  e x te r n a l  f a c to r s  -  excessive  ta x a t io n ,  
u n fa ir  c o m p e titio n , e t c .  -  a s  b a r r ie r s  to  ach iev in g  expansion  g o a ls .
The main problem s r e la t e d  to  f in a n c e , s c a le ,  m anageria l p e r s o n a l i t i e s  
and a t t i t u d e s ,  and th e  u se  o f  o u ts id e  a d v ic e . Concerning th e  l a t t e r  
p o in t ,  abou t o n e - th ird  o f  th e  sample had used  management c o n s u lta n ts ,  
b u t th e  r a t i o  o f  fa v o u ra b le  to  u n fav ourab le  comments abou t e f f e c t iv e ­
ness o f  u se  was 5 ! 4» T h is  poor o r  in e f f e c t iv e  use  o f c o n su lta n ts  
m ostly  seemed to  r e f l e c t  s e r io u s  management problem s; th e  wrong 
c o n su lta n ts  may have been employed; bad ad v ice  may have been re c e iv e d , 
o r good a d v ice  n e g le c te d ; th e  d e c is io n  to  employ c o n s u lta n ts  may have 
been wrong, and so f o r th .
Of th e  64 firm s in  th e  sam ple, 16 f irm s  were d e sc r ib e d  as 
’t r a n s i t i o n a l  f irm s ' -  20 to  40 y ea rs  o ld , and in  a l l  b u t one o f
the  f irm s  th e  o r ig in a l  fo u n d e rs  were s t i l l  more o r l e s s  in  c o n tro l .
These f irm s  showed a  heavy c o n c e n tra tio n  o f  problems connnected  w ith  
m anageria l f a t ig u e ,  d e le g a t io n  and su c c e ss io n . % e i r  perform ance 
in  term s o f  grow th was p o o re r  th an  th e  ' younger f irm s ' -  th e re  were
20 o f  th e s e  -  a lth o u g h  th e r e  was no ev idence o f  a c tu a l r e c e n t
d e c e le r a t io n .
In  th e  sam ple.w ere 28 'o l d e r '  f i rm s , o f  which 15 were 
d e c lin in g  in  1969-70: th e  p a t te r n s  o f  d e c lin e  had predom inated  among
th e  o ld e r  f irm s  s in ce  1945- I t  was found th a t  th e  o ld e r  th e  firm  
th e  g r e a te r  th e  l ik e l ih o o d  o f  d e c lin e . The m anagerial e v o lu tio n  o f  
d e c lin in g  f irm s  was dependen t upon in h e r i t o r  b o sses, w ith  th e  l a t t e r  
p o sse ss in g  c e r t a in  dom inant c h a r a c t e r i s t i c s , namely, l i t t l e  o r  no 
b u s in e ss  ex p erien ce  o u ts id e  th e  firm ; e n tr y  in to  th e  f irm  th rough  
fam ily  p re s s u re s  o r  conform ism ; y o u th fu l e n try ;  a  lo n g  w a it fo r  
power b e fo re  su cc e ss io n  to  to p  jo b s  (say  w ith  in h e r i to r s  w orking 
a lo n g s id e  t h e i r  f a th e r s ,  f a th e r - s o n  c o n f l i c t s ,  p a te rn a l  dom inance);
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e n t i r e  w orking l iv e s  o f te n  sp en t in  th e  f irm  (40 to  50 y e a r s ) .  O ther 
g en e ra l c h a r a c t e r i s t i c s  o f th e  ' i n h e r i t o r s '  were l e s s  am b itio n  and 
o b se ss iv en e ss  about th e  f irm ; more l i k e l y  ( th a n  'f o u n d e r s ')  to  r e f e r  
to  t h e i r  m is tak es  o r l im i t a t i o n s  a s  a  problem  in  term s o f  th e  
b u s in e ss ; b e in g  r e s t r i c t e d  and c o n s tra in e d  by th e i r  fa m ily  and 
b u s in e ss  environm ents; and b e in g  more v a r ie d  in  t h e i r  r e p l i e s  on 
d e s ir a b le  b u s in e ss  a t t r i b u t e s .  The m ain cau se s  o f  d e c lin e  appeared , 
th e r e f o r e ,  to  be m arket ( i . e .  d e c lin in g  in d u s t r i a l  s e c to r s ,  in te n s iv e  
c o m p e titio n ) and te c h n o lo g ic a l f a c to r s ,  th e  l im i t a t io n s  o f  in h e r i to r  
management, and th e  e x is te n c e  o f  s e r io u s  management problem s.
B osw ell found th a t  a  m in o r ity  o f  th e  o ld e r  firm s  were re v iv in g  
a f t e r  p re v io u s  d e c lin e , and showing an im p ress iv e  economic perform ance. 
However, t h i s  k ind  o f  r e v iv a l  was in v a r ia b ly  connected w ith  a  change 
o f  top  p e rso n n e l in  r e s p e c t  o f  ( i )  th e  su c c e ss io n  o f  a b le  in h e r i to r s  ;
( i i )  th e  appointm ent o f  p ro fe s s io n a l  m anagers; o r ( i i i )  a c q u is i t io n  
by new ow ners. R ev ival demanded, th e r e f o r e ,  th e  v i r t u a l  re -c o n s t ru c t io n  
o f  a  p a r t i c u l a r  b u s in e s s .
R egard ing  the  a r e a  o f  •personnel management, th e  s c a le  o f  
o p e ra tio n s  in  th e  sm all independen t f irm  a r e ,  as a  g e n e ra l r u l e ,  too  
sm all to  j u s t i f y  th e  employment o f  a  p e rso n n e l s p e c i a l i s t .  As a  
r e s u l t  th e  perso n n el fu n c t io n  and a l l  i t  e n t a i l s  i s  u s u a l ly  
handled  by a  d i r e c to r  o r  a  s e n io r  m anager. However, in  r e c e n t  
y e a rs  th e  management o f  t h i s  a re a  h as become more in v o lved  due to  
th e  f a c t  t h a t  more and more l e g i s l a t i o n  h as been in tro d u ced  by 
su cc e ss iv e  governm ents. A cco rd ing ly , th e  amount o f  d a y -to -d a y  
a d m in is t r a t io n  has in c re a s e d  a lo n g  w ith  th e  n e c e s s i ty  to  spend more 
tim e on in te r p r e t in g  and im plem enting l e g i s l a t i o n .  The l im i te d
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management re so u rc e s  o f  th e  sm all f irm  have th e re fo re  been s tre tc h e d  
f u r th e r  in  a re a s  such as a d m in is tra tio n , s e le c t io n  and re c ru itm e n t 
o f  p e rso n n e l, tra d e  un ion  n e g o tia t io n s , i n d u s t r i a l  r e la t io n s *  and 
d e v is in g  and o p e ra tin g  t r a in in g  schemes f o r  a l l  ty p es  o f  p e rso n n e l.
In  th e  a re a  o f p ro d u c tio n  management and c o n tro l th e re  may 
be d e f ic ie n c ie s  in  management r e s o u rc e s , r e s u l t in g  in  
d i f f i c u l t i e s  concern ing  th e  in tro d u c tio n  and subsequent u se  o f  
management te ch n iq u es , and d e v is in g  and in tro d u c in g  in c e n t iv e  
payment sy stem s. O ccasio n a lly  th e  sm all f irm  w il l  have a  need fo r  
c e r t a in  s p e c i a l i s t  s e r v ic e s ,  e . g . , a  work s tu d y  o f f e r  o r  te c h n ic a l  
p ro b le m -so lv in g . A lso , th e  sm all f irm  i s  v u ln e ra b le  f i n a n c i a l l y  i f ,  
f o r  exam ple, th e re  i s  a  f a i l u r e  o f  one p ro d u c tio n  b a tc h , o r  i f  
p ro d u c tio n  b o ttle n e c k s  o ccu r r e g u la r ly .
Sm all m anufactu ring  firm s  a re  o f te n  dom inated by b ig  buyers 
and b ig  c o m p e tito rs , and th e y  may be o b lig e d  to  a c c e p t p r i c e s  o f f e r e d  
o r  r u l i n g  in  th e  m arket. There i s  a  v u ln e r a b i l i ty  to  f i e r c e  (and 
perhaps u n f a i r )  c o m p e titio n , and a d v e r t is in g  i s  o f te n  too  ex pensive . 
F req u e n tly , th e  o n ly  way to  w ith s tan d  co m p etitio n  i s  to  p ro v id e  a  
s p e c ia l  o r  p e rso n a l s e rv ic e , and in  th e  case  o f  success th e re  i s  o f te n  
th e  d an g er o f  a  ta k e -o v e r . The u n o b tru s iv e n e ss  o f  th e  sm all f irm  can 
h in d e r  m ark e tin g  o p e ra t io n s , e s p e c ia l ly  th e  m arketing  o f  new p ro d u c ts , 
and th e re  i s  a  p a r t i c u la r  v u ln e r a b i l i ty  t o  s e t-b a c k s  such as  th e  lo s s
( 12 )o f  key s a le s  a cco u n ts . Management o p e ra te s  sometimes w ith o u t
p ro p e r ly  p re se n te d  in fo rm a tio n , e . g . , s a le s  a n a ly s is  from c o s t in g  
and s a le s  le d g e r s ,  s to ck  re c o rd s  from purchase  le d g e rs , m ark e tin g  
in te l l ig e n c e  from  th e  re c o rd s  o f salesm en.
I t  was m entioned above th a t  a  sm all f irm  may fa c e  th e  danger 
o f  ta k e -o v e r  because i t  i s  s u c c e s s fu l .  However, th e re  a re  se v e ra l 
more s p e c i f i c  rea so n s  f o r  a  ta k e -o v e r . For in s ta n c e , th e  r e s e a rc h  o f
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M e rre tt  C y riax  A sso c ia tes  (1971) showed th a t  th e  main re a so n  fo r  firm s 
su b m ittin g  to  tak e -o v e r was th e  f a c t  th a t  th e y  found them selves in
(1 5 )f in a n c ia l  d i f f i c u l t i e s .  This f in d in g  was based on a  sample o f
700 sm all f irm s  (96 o f which had ceased t r a d in g )  o p e ra tin g  in
*
c o n s t r u c t io n ,  m an ufactu ring , r e t a i l  and m otor t r a d e s .  I t  was 
found t h a t  th e  rea so n s  f o r  tak e -o v e r were f in a n c ia l  f a i l u r e ,  
su c c e ss io n  problem s, e s t a t e  d u ty  paym ents, to  e lim in a te  co m p etitio n , 
to  p ro v id e  s u p p l ie r s ,  a c q u ire  t ie d  o u t l e t s ,  o th e r  ta x  re a so n s . 
Locking a t  th e  f i r s t  two re a so n s  in  more d e t a i l ,  M erret C yriax  
A sso c ia te s  found th a t  36.5 peb c e n t, o f  th e  I 63 firm s in  m anufactu ring  
and c o n s t r u c t io n  which had been tak en -o v e r had faced  f in a n c ia l  
d i f f i c u l t i e s ,  and th e  f ig u r e s  f o r  th e  o th e r  in d u s t r ie s  were 45«4 
p e r c e n t .  /  62 firm s (w h o le sa le ); 32.7  p e r  c e n t . /  42 f irm s  (m otor 
t r a d e ) ;  and 5*5 p e r c e n t .  /  62 firm s ( r e t a i l ) .  The f ig u r e s  r e l a t i n g  
to  management su ccess io n  problem s as b e in g  th e  rea so n  f o r  a  ta k e -o v e r 
were 23 .5  p e r  c e n t ,  (m an u fac tu rin g  and c o n s tr u c t io n ) ;  31*5 p e r  c e n t, 
(w h o le sa le ) ;  12 .7  p e r c e n t ,  (m otor t r a d e ) ;  and 33.4 p e r  c e n t ,  ( r e t a i l ) .
* The o b je c t iv e  o f  th e  su rv ey  was to  o b ta in  d a ta  on ^ d  to  an alyse  
th e  p a t t e r n  o f  grow th and decay o f  th e  sm all f irm  o p e ra t in g  in  the  
a re a s  o f  c o n s tru c tio n , m an ufactu ring , r e t a i l  and m otor t r a d e s .  The 
sam ple c o n s is te d  o f 604 f irm s  (d ep th  inverv iew ed) s t i l l  t r a d in g  and 96 
f irm s  w hich had ceased  t r a d in g  s in ce  1963 a s  independen t e n t i t i e s  under 
th e  same m anagem ent. The sam ple was drawn from  f irm s  known to  be
t r a d i n g  i n  1963 * w ith  th e  aim b e in g  th e  a sse ssm en t o f  t h e i r  
p a t t e r n  o f  g ro w th  o r  decay  f o r  th e  sev en  y e a r s  t o  1970.
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2 .2  S ta g e  M odels o f  Growth
B e fo re  t u m i n g  to  th e  manag&nent prob lem s o f  g row th  
-  seen  a t  th e  e a r ly  s ta g e s  -  th e  s ta g e  m odels o f  g row th  
p r e s e n te d  by a  num ber o f  w r i t e r s  w i l l  be  o u t l in e d ,  
nam ely th e  m odels o f  K ro eg er, G re in e r ,  D avidson, 
S tan w o rth  and C u rran , Thomason and M i l l s ,  and B a te s .
K ro eg er (1974) l i s t e d  f i v e  s ta g e s  i n  th e  l i f e
c y o le  o f  th e  b u s in e s s  f irm , nam ely , th e  i n i t i a t i o n
s ta g e  w here th e  m anager m ust f u l f i l  th e  r o l e  o f
o r i g i n a t o r  and in v e n to r ;  th e  developm ent s ta g e
whioh r e q u i r e s  th e  m anager to  become a  p la n n e r  and
o r g a n is e r ;  t h e  g row th  s ta g e  w ith  th e  m anager
becom ing a  d e v e lo p e r  and im p lem en te r; th e  m a tu r i ty
s ta g e  demands an a d m in is t r a to r  and o p e r a to r ;  and
th e  s ta g e  o f  d e c l in e  r e q u i r e s  t h a t  th e  m anager
be  c a p a b le  o f  r e o r g a n is in g  th e  f in n  to  e n su re  i t s  
( 14)s u r v iv a l .  '  '  Each o f  th e s e  s t a g e s ,  t h e r e f o r e ,
r e q u i r e s  d i f f e r e n t  m a n a g e ria l r o l e s  i f  th e  f irm  
i s  to  s u rv iv e  and grow .
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However, sm all f irm s  fa c e  s p e c ia l  problem s in  p ro v id in g  management 
which i s  a p p ro p r ia te  to  th e  d i f f e r e n t  s ta g e s  in  th e  l i f e  c y c le ,  s in ce  
th e y  u s u a l ly  canno t a f f o r d  to  r e c r u i t  team s o f  management f o r  each j 
s ta g e .  I t  i s  suggested  t h a t  a  p o s s ib le  s o lu t io n  to  t h i s  problem  i s  
a  c a r e e r - lo n g  management developm ent programme, w hereby th e  manager 
d ev elo p s  b o th  fu n c tio n a l  and m an ag eria l s k i l l s .
The grow th o f  th e  b u s in e s s  f irm  i s  a ls o  summarised by G re in e r
( 1972) i n  te rm s o f  f iv e  s ta g e s :  c r e a t i v i t y ,  d i r e c t i o n ,  d e le g a t io n ,
c o -o rd in a t io n ,  and c o l la b o r a t io n .  T h is  p a r t i c u l a r  s ta g e  m odel, 
how ever, r e l a t e s  to  th e  f irm  even tua l l y  moving in to  th e  le a g u e  o f  
th e  la rg e  b u s in e s s  f i rm . A cco rd in g ly , th e  f i r s t  two s ta g e s
r e l a t e  more to  th e  e a r ly  s ta g e s  o f  g row th . The f i r s t  s ta g e  i s  
c h a r a c te r i s e d  by th e  management fo c u s  b e in g  on make and s e l l ,  th e  
o rg a n is a t io n  s t r u c tu r e  b e in g  in fo rm a l, th e  to p  management s ty l e  
b e in g  i n d i v i d u a l i s t i c  and e n t r e p r e n e u r ia l ,  management c o n tro l  based  
on m arket r e s u l t s ,  and th e  management rew ard  em phasis b e in g  on 
ow nersh ip . The c h a r a c t e r i s t i c s  o f  th e  second s ta g e  a re  e f f i c i e n c y  
o f  o p e r a t io n s ,  a  more c e n t r a l i s e d  and f u n c t io n a l  management, a  
d i r e c t i v e  management s t y l e ,  management c o n tr o l  based  on s ta n d a rd s  
and c o s t  c e n t r e s ,  and th e  management rew ard  em phasis b e in g  s a la r y  
and m e r i t  in c r e a s e s .
D avidson (1972) d is c u s s e s  grow th in  r e s p e c t  o f  th e r e  b e in g  a  
s e r i e s  o f  g row th  b a r r i e r s  th ro u g h  which th e  f irm  m ust p a ss  on i t s  
way to  p u b l ic  f l o t a t i o n ,  am algam ation o r  w h a tev er ro u te  i t  may ta k e  
to  th e  b ig g e r  le a g u e . Each s te p  i s  marked by an in c re a s e  in  
d e le g a t io n :  th e  f i r s t  s ta g e  se e s  th e  e s ta b lis h m e n t o f  a  fo rm al
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o rg a n is a t io n  s t r u c tu r e ,  w ith  job  d e s c r ip t io n s  fo r  key p o s ts ;  the
second s ta g e  comes w ith  th e  need to  produce c o n tro l in fo rm a tio n
(a s  a  rep lacem en t fo r  management by i n t u i t i o n ) ;  th e  t h i r d  i s
c h a r a c te r is e d  by th e  In tro d u c tio n  o f  p ro d u c tio n  c o n tro l p rocedures
and com m unication te ch n iq u es ; th e  fo u r th  may see  th e  c r e a t io n  o f
e x e c u tiv e  com m ittees to  ru n  c e r t a in  a s p e c ts  o f  the  b u s in e s s ; th e
f i f t h ,  th e  developm ent o f a  group s t r u c tu r e ;  and th e  s ix th ,  th e
form al e s ta b lish m e n t o f  c o rp o ra te  p lan n in g  p ro ced u res . A ccording to
D avidson, i t  i s  o f te n  v e ry  d i f f i c u l t  f o r  th e  sm all f irm  to  pass
th rough  t h e e a r l i e r  b a r r i e r s ,  e s p e c ia l ly  in  ca se s  where m anagers a re
p reo ccu p ied  w ith  ro u tin e  m a t te r s .
♦
In  a  s tu d y  o f  n in e  sm all firm s u n d e rtak en  by S tanw orth  and 
Curran (1973)» the  growth p ro c e ss  -  in  i t s  s im p lif ie d  form  -  was 
seen  to  c o n s is t  o f th re e  s ta g e s ,  w ith  each  s ta g e  be ing  l in k e d  to  
em erging e n tre p re n e u r ia l  i d e n t i t i e s .  D uring th e  e a r ly  and
fo rm a tiv e  p e rio d  o f th e  f i r m 's  grow th, th e  e n tr e p re n e u r 's  in d iv id u a l 
in f lu e n c e  te n d s  to  be a t  a  maximum. The e n tre p re n e u r ia l  type  
em erging a t  t h i s  s tag e  i s  t h a t  o f  th e  ' a r t i s a n ' ,  i . e . , t h e  e n tre p re n eu r 
i s  i n t e r e s t e d  in  g a in in g  p e rso n a l autonomy and indpendence in  th e  work 
sphere^ ; b e in g  ab le  to  p ic k  th e  people he works w ith ; and g a in in g
* The n in e  sm all f irm s s tu d ie d  i n  d e t a i l  b y  Stanw orth  and Curran 
c o n s is te d  o f  f iv e  f i r s t  g e n e ra tio n  e n tre p re n e u rs  (w ith  th re e  o f  
th e s e  f irm s  o p e ra tin g  in  e l e c t r o n i c s ,  one in  p r in t in g  and one in  
w ire  p ro d u c ts ) ;  and fo u r  second g e n e ra t io n  e n tre p re n e u rs  (one firm  
in  e le c t r o n ic s  and th re e  f irm s  in  p r i n t i n g ) .
+ The B osw ell s tudy  (1973) o f  64 sm a lle r  f irm s  showed t h a t  th e  d e s ire  
to  be independen t, to  be o n e ’s own b o s s , was th e  s t ro n g e s t  fo rce  
u n d e rp in n in g  th e  v a r io u s  re a so n s  f o r  fo u n d in g  a  b u s in e s s , e .g .  e a r ly  
d e p r iv a t io n  and d i f f i c u l t i e s ;  s tro n g  fa m ily  o r lo c a l  l in k s  w ith  
a  p a r t i c u l a r  in d u s try ; p re v io u s  hard  work o r  s a c r i f i c e s ;  be ing  
f r u s t r a t e d  w ith  working f o r  l a r g e r  o rg a n is a t io n s ;  f in a n c ia l  m otives; 
d e s i r e  to  improve perform ance o f  e x i s t in g  f irm s ; to  in n o v a te  
th ro u g h  new p ro d u c ts , m ethods o r  p ro c e s s e s .
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s ta tu s  in  th e  w orkplace and the  s a t i s f a c t i o n  o f  tu rn in g  o u t a  good 
p ro d u c t backed up by p e rso n a l s e rv ic e  to  th e  custom er. L a te r ,  th e  
e n tre p re n e u r  w i l l  face  problem s concerned w ith  management s t ru c tu re  
and su c c e s s io n , and he w i l l  need to  employ s p e c i a l i s t s  who w i l l  n o t 
be as c lo s e ly  id e n t i f i e d  w ith  th e  f irm . At t h i s  s tag e  th e  e n tr e ­
p re n e u r ia l  type  w i l l  conform to  th a t  o f  th e  c l a s s i c a l  e n tre p re n e u r , 
a s  th e  a tta in m e n t o f  su s ta in e d  p r o f i t a b i l i t y  w i l l  be th e  main g o a l. 
F in a l ly ,  th e  n a tu re  o f  th e  w orkforce commitment and involvem ent i s  
l i k e l y  to  undergo a  t r a n s i t i o n  where work te n d s  to  become a  means 
to  an end r a th e r  th a n  p o s se s s in g  meaning i t s e l f .  The e n tre p re n e u r ia l  
i d e n t i t y  a t  t h i s  s ta g e  w i l l  be th e  'm anager' ty p e , i . e . , t h e r e  i s  an 
i n t e r e s t  in  b e in g  seen  as  a  f i r s t - r a t e  manager capable  o f  b u ild in g  
up an e n te r p r i s e  which w i l l  su rv iv e  in to  th e  n ex t g e n e ra tio n .
At a  l a t e r  d a te  S tanw orth  and C urran (1976) m entioned th a t  
as  a  f irm  grow s, in te r n a l  and e x te rn a l fo rc e s  push i t  tow ards a  more 
r a t i o n a l  and b u re a u c ra tic  s t r u c tu r e ,  because management fu n c tio n s , 
b e in g  to o  complex and tim e consuming f o r  a  s in g le  person  to  h an d le ,
( 17)need to  be d e le g a te d . A lso , i f  c e r t a in  management s k i l l s  which
a re  needed a re  b rough t in to  th e  firm  -  f o r  in s ta n c e , s p e c i a l i s t  
managers -  th e n  th e se  two f a c to r s  may w e ll le a d  to  th e  lo s s  o f  h ig h ly  
p e rso n a l s o c ia l  r e l a t i o n s  w hich e x is te d  d u rin g  th e  fo rm ativ e  p e rio d  o f 
a  p a r t i c u l a r  f i r m ’s  grow th . T h is , S tanw orth  and Curran a rg u e , can 
le a d  to  a  c o n f l i c t  w ith  th e  g o a ls  which th e  'a r t i s a n '  e n tre p re n e u r  
p o ssessed  a t  th e  tim e he founded h is  b u s in e s s , i . e . ^ t h e  e n tre p re n e u r  may 
b eg in  to  f e e l  l i k e  an employee in  h is  own f irm .
Thomason and M ills  (19&7) s tu d ie d  fo u r  sm all f irm s in  d ep th , 
and one to p ic  th a t  th e y  were concerned w ith  was th e  p ro b lem (s) o f  
moving from  th e  s ta g e  where e n tre p re n eu r sh ip  i s  c ru c ia l  to  t h a t  in
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("18)which a d m in is tra t io n  i s  th e  im p o rtan t r o l e .  The s ta g e s  i n  th e
developm ent o f th e  firm  which were id e n t i f i e d  a re  o u tlin e d  helow .
a . I n i t i a l  s ta g e : an id e a  t r a n s la t e d  in to  a  p r a c t ic a l  r e a l i t y
by  ap p ly ing  an a p p ro p r ia te  s k i l l ;  r e c r u i t i n g  
lab o u r; r e ly in g  on very  crude o rg a n is a t io n a l  
and c o n tro l d e v ic e s  ( e .g .  c o n tro l based  on 
m arket r e s u l t s ) ;  u t i l i s i n g  th e  cheapest 
tech n o lo g y .
b. Next s ta g e : in tro d u c t io n  o f a d m in is tra tiv e  s k i l l s  re s p o n s ib le
f o r  p u t t in g  i n  (o r  t r y in g  to )  more e la b o ra te  or 
more s o p h is t ic a te d  means o f m easuring  and 
c o n tr o l l in g  what i s  happening  ( i . e  th e re  i s  
a  s t r a te g y  o f in t e r n a l  c o n t r o l ) .
c . F u r th e r  s ta g e : ach iev in g  (o r  a tte m p tin g  to )  g r e a te r  system  or
r a t i o n a l i t y  i n  i t s  own o rg a n is a tio n ; l i k e l y  
th a t  management s t r u c tu r e /o r g a n is a t io n  w i l l  be 
i n  g re a t need o f change; i f  done, th e  p re ­
e x is t in g  b a lan ce  o f  power i n  th e  management 
group may a l t e r  fu n dam en ta lly  -  a  p a in fu l  
p ro c e ss .
d . F u r th e r  s ta g e : Hew p re n is e s  o r p h y s ic a l ly  r e - s t r u c tu r in g .
Thomason and M ills  found th a t  a g a in s t  th e  background o f  a  
sm all f irm  s u c c e s s fu l ly  a d ju s t in g  to  a  m arket s i tu a t io n ,  and th e re b y  
s e c u r in g  a  s ta b l e  b a s i s  from which to  o p e ra te , th e re  w i l l  be a  tendency  
f o r  th e  f irm  to  f in d  i t s e l f  w ith  a  need to  r e - th in k  th e  fu n c tio n  o f  th e  
o r ig in a l  ow ners. T h e re fo re , a f t e r  th e  sm all f irm  has passed  th ro u g h  
th e  i n i t i a l  s ta g e  s u c c e s s fu l ly , th e re  a r i s e s  a  need to  e s t a b l i s h  an 
e f f e c t iv e  a d m in is tra t io n  to  c o n tro l what has become a  going  concern .
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The owners found t h i s  fu n c tio n  d i f f i c u l t  to  adopt because  o f th e  
l ik e ly  req u irem en t th a t  th e y  d iv o rc e  them selves from th o se  r e a l  
a sp e c ts  o f th e  work which th e y  know from ex p erien ce  th e y  can c a r ry  
out s u c c e s s fu l ly .  Follow ing  t h i s  th e re  i s  a  t h i r d  s tag e  -  a  lo n g e r 
o r s h o r te r  p e rio d  -  d u rin g  vdiich th e  fLim e i th e r  equ ips i t s e l f  t o  go 
forw ard or d rops out o f e x is te n c e  as a  s e p a ra te  e n t i t y .  The re s e a rc h ­
e rs  su g g es ted , th e re fo re ,  th a t  th e re  was som ething o f a  th re s h o ld  
between t h i s  p a r t  o f th e  f i r m 's  developm ent and th a t  p a r t  which p la c e s  
i t  in  th e  ca teg o ry  o f a  r a t io n a l  o rg a n is a t io n . Thus th e  th re s h o ld  may 
be  seen as d iv id in g  two c u l tu r e s :  one based on em otional t i e s  (su ch
as  lo y a l ty  and f r ie n d s h ip ) ;  th e  o th e r  on te c h n ic a l  e x p e r t is e  w ith in  
fu n c tio n a l r e la t io n s h ip s  imposed by  work ta s k s .  The fo rm a lis a t io n  
a sp ec t o f  grow th i s  seen as p o te n t i a l ly  d iv i s iv e  or p ro d u c tiv e  o f  
c o n f l i c t  among th e  p re v io u s ly  u n if ie d  management team , e . g . ,  fo r c in g  
th rough  one p a r t i c u la r  recommendation may be  seen  as l e s s  d e s i r a b le  
th a n  th e  p re s e rv a tio n  o f u n i ty ,  ow nership and c o n tro l ; a v o id in g  
b reak ing^up  a  s e t  o f lo n g -s ta n d in g  f r ie n d s h ip s ;  r e lu c ta n c e  t o  s p l i t  
th e  group, fam ily  or o th e rw ise . A ccord ing ly , th e  c o r re c t  d e c is io n s  
can o f te n  be  d e fe r re d  an d /o r d e lay ed , and a ls o  d e la y  may r e s u l t  
when d e c is io n s  need to  be em o tio n a lly  a c c e p ta b le .
B a tes  ( 1971) has looked a t  th e  grow ing sm all b u s in e s s  — i n  
re s p e c t  o f  th e  e n tre p re n e u r  who w ants h is  firm  to  grow — from th e  
v iew poin t o f  f in a n c ia l  management problem s. The growth p ro c e ss  i s  
p re se n te d  i n  a  s im p lif ie d  form — w ith  t h i s  b e in g  p o in ted  out by  
B ates  — which h i f l i g h t s  th e  b a r r i e r s  th ro u g h  which th e  sm all firm  
must p a ss  i n  o rd e r to  ach iev e  a  re a so n a b le  amount o f g row th . F i r s t l y ,  
a  b u s in e s s  may be e s ta b lis h e d  t o  e x p lo it  a  p ro c e ss , a  s k i l l ,  o r a f t e r  
s p o t t in g  a  m arket i n t e r s t i c e  i n  which th e  e n tre p re n e u r  se e s
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o p p o r tu n i t ie s  fo r  p r o f i t .  There may he l i t t l e  c a p i t a l  a v a i la b le ,  
and he may be  co n ten t to  work fo r  a  r e l a t i v e l y  sm all r e tu r n  in  th e  
e a r ly  s ta g e s .  Growth b r in g s  an in c re a s in g  need fo r  fu n d s -  r e ta in e d  
p r o f i t s ,  bo rrow ing  from c r e d i to r s  w ith in  l im i t s  -  sim ply i n  o rd e r to  
expand s a le s ,  and t h i s  excludes w hether a d d it io n a l  p la n t  and m achinery 
could be u sed . An o v e r- tra d in g  s i tu a t io n  may be  reached , and perhaps 
th e  b u s in e s s  goes under as a  r e s u l t .  I f ,  however, he i s  to  succeed, 
th e n  sim p le  b u d g e tin g  p rocedu res w il l  have to  be employed. At t h i s  
s ta g e  th e r e  i s  l i t t l e  to  back o th e r  th a n  th e  e n tre p re n e u r  h im se lf , 
and n o rm a lly  th e re  i s  l i t t l e  p o in t i n  lo o k in g  f o r  o u ts id e  funds a t  
t h i s  s ta g e .
Secondly , th e  e n tre p re n eu r may have th e  d e s i r e  to  grow f u r th e r  
and f a s t e r .  He may buy more equipm ent, in c re a s e  th e  la b o u r fo rc e , 
extend p re m ises , spend money on a d v e r t is in g  — a l l  o f  which w il l  
p la c e  new demands on h i s  f in a n c ia l  r e s o u rc e s . Sources o f  funds 
may be  h ire -p u rc h a s e , a  bank o v e rd ra f t ,  o r p rem ises  may be re n te d . 
However, p o te n t ia l  b ack e rs  a re  going to  want to  know more about h i s  
f in a n c e s :  th e y  w il l  be  c r i t i c a l  o f o v e r - tr a d in g , and th e y  w il l  want
to  see  ev id en ce  o r p ro sp ec t o f  s t a b i l i t y ,  o r p erhaps even re q u e s t 
an a d d i t io n a l  in j e c t io n  o f p e rso n a l c a p i t a l  b e fo re  h e lp in g  t ie  b u s in e s s .
T h i rd ly ,  i n  tim e th e  e n tre p re n e u r  w il l  need more c a p i t a l  i f  
th e  b u s in e s s  i s  to  grow f u r th e r .  Perhaps lo n g -te rm  developm ent 
c o i t a l  i s  needed: i f  so , he w il l  have to  d em onstra te  f a i r l y
c o n c lu s iv e ly  th a t  he i s  worth b ack in g , a s  th e  le n d e r  w il l  want to  
know \diy th e  e n tre p re n e u r ex p ec ts  t o  c o n tin u e  to  succeed in  th e  
h ig h e r  le a g u e  to  Wiich he a s p i r e s .  M oreover, he i s  r e a l l y  going  to  
have t o  l e t  o th e r  peopel in to  h i s  a f f a i r s  a t  t h i s  s ta g e , and t h i s  
w il l  ap p ly  w ith  a l l  th e  d i f f e r e n t  so u rces  o f  o u ts id e  f in a n c e  i^diich 
a re  a v a i l a b le .
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F o u r th ly , assuming th e  e n tre p re n e u r  p a sse s  th rough  th e  p rev io u s  
s ta g e , th e r e  w il l  s t i l l  be f in a n c ia l  problem s, and on to p  o f th e se  
o th e rs  w il l  ap p ear, i . e . ,  m an ag e ria l. For in s ta n c e ,  th e  b u s in e s s  may 
have become to o  b ig  f o r  one man to  ru n , and th e re  may be  a  need to  
employ a  salesm an, o r an acco u n tan t, o r an en g in ee r o r a  works manager, 
depending on th e  req u irem en ts  o f a  p a r t i c u la r  b u s in e s s  and on th e  
e n tr e p re n e u r 's  own c a p a b i l i t i e s .
F i f t h l y ,  i f  f u r th e r  funds a re  needed, p o te n t ia l  le n d e rs  w il l  
want to  know — i n  a d d itio n  to  d e ta i le d  f in a n c ia l  in fo rm a tio n  -  
whether th e  o rg a n is a tio n  can grow to  meet th e  needs o f f u r th e r  
expansion , and a lso  d e t a i l s  o f th e  p ro d u c ts  a n d /o r  s e rv ic e s  m arketed . 
T h is , th e r e f o r e ,  i s  th e  s ta g e  which r e a l l y  d e c id e s  w hether th e  b u s in e ss  
rem ains s m a ll. I f  th e  e n tre p re n e u r  w ishes to  c a r ry  on ta k in g  a l l  th e  
major d e c is io n s ,  th en  i t  i s  l i k e l y  th e  b u s in e s s  w il l  n o t grow any 
f u r th e r ,  m a in ly  because o u ts id e  le n d e rs  w il l  be  r e lu c ta n t  to  p ro v id e  
fin an ce  i n  such  a  s i tu a t io n .
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2 .5  Management P roblem s o f  Growth -  seen  a t  th e  e a r ly  s ta g e s
Prom th e  s ta g e  m odels o f  g row th  p re s e n te d  i n  th e  p re v io u s  
s e c t io n  i t  i s  a p p a re n t t h a t  a t  some s ta g e  i n  th e  g row th  p ro c e s s  
a  p o in t  w i l l  be  re a c h e d  w hich A rg e n ti ( l9 7 0 )  lias te rm ed  th e  ' c r i t i c a l
( 1 9 )m a s s ' . '  T h is  i s  th e  p o in t  a t  w hich th e  e n tr e p re n e u r
b e g in s  t o  l o s e  c o n t r o l  u n le s s  a  fo rm al management
system  i s  in tro d u ce d  to  supplem ent -  a t  l e a s t  -  h i s  p e rso n a l c o n tro l .
The fo rm a lis a t io n  o f management h as been d iscu ssed  by many w r i te r s .
For in s ta n c e ,  Matthews and Mayers ( 1968) suggested  th a t  th e  owner-
manager h as to  outgrow h i s  o ld d eep -in g ra in ed  h a b it  o f b e in g  a  ja c k -
of—a l l —tr a d e s  and f in d  a  new r o le  i n  th e  f i r m . A c c o r d i n g l y ,  h is
ta s k  h e re  i s  ( i )  to  d e f in e  what s k i l l s  and t a l e n t s  he needs i n  th e
b u s in e s s ; ( i i )  t o  ensu re  th a t  he employs peo p le  who betw een them
span th e  n e c e s sa ry  range o f  s k i l l s  and t a l e n t s ;  ( i i i )  to  ensu re
th a t  th e y  a re  so o rg an ised  th a t  t h e i r  s k i l l s  a re  a l l  d ir e c te d
tow ards m eeting  th e  company's o b je c t iv e s .
S tanw orth  and Curran ( 1973) found th a t  sm all businessm en
viewed th e  p ro c e ss  o f  b u re a u c ra t is a t io n  as b o th  in e v i ta b le  and
d i s t a s t e f u l .  The o u t l in e  f e a tu re s  o f th e  p ro c e ss  a re  ( i )  h ie r a r c h ic a l
r e l a t io n s  — an in c re a s in g  em phasis on v e r t i c a l  a u th o r i ty  in  th e  firm ;
( i i )  d iv i s io n  o f  la b o u r  -  c l e a r ly  d e f in in g  a l l  r o le s  i n  th e  firm  in  
re s p e c t o f  ta s k s  a tta c h e d  to  them and performiance s tan d a rd s  re q u ire d ;
( i i i )  q u a l i f i c a t io n s  — employees a re  s e le c te d  more on th e  b a s i s  o f 
form al q u a l i f i c a t i o n s ,  w ith  ex p erien ce  b e in g  co n sid e red  secondary;
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( iv )  im p e rso n a lity  -  r e l a t io n s  betw een employees become more form al 
and confined  to  work problem s; (v) w r i t te n  re c o rd s  -  a c t i v i t i e s  a re  
in c re a s in g ly  re c o rd ed , w ith th e  re c o rd s  b e in g  s to re d  fo r  fu tu re  
re fe re n c e ; ( v i )  code o f  d i s c i p l in e  -  r u l e s  o f conduct a re  drawn up 
and im p erso n a lly  a p p lie d ; ( v i i )  c a re e r  p a t te r n s  -  p a th s  and develop­
ment programmes a re  e s ta b l is h e d . I t  i s  suggested  th a t  u n le ss  th e  
e n tre p re n eu r ( i )  can m aste r t h i s  new s i tu a t io n  by d e le g a tin g  a u th o r i ty  
to  s p e c i a l i s t s ,  th e re b y  r e l in q u is h in g  an elem ent o f h i s  p e rso n a l 
independence; ( i i )  can in te g r a te  h i s  lo n g -s ta n d in g  m anagers w ith  h is  
new s p e c i a l i s t s ;  ( i i i )  can cope w ith  th e  o c ca s io n a l lo s s  o f s p e c ia l­
i s t s ;  ( iv )  can c o n ta in  h is  p e rso n a l c o n f l i c t  w ith  b u re a u c ra t is a t io n ;
(v ) can accep t th e  b u r e a u c r a t i s a t i  on o f  worker-management r e l a t i o n s  
(u n io n is a t io n ) ;  th e n , he may c re a te  a  b o tt le n e c k  which w il l  e f f e c t iv e ly  
r e s t r i c t  f u r th e r  grow th.
B a tes  ( l9 7 l )  m entions t h a t  up to  a  c e r t a in  s iz e  i t  i s  f e a s ib le  
fo r  management c o n tro l  to  be  i n  th e  hands o f  one man. Beyond t h i s  
s iz e ,  however, th e  job may be to o  much f o r  one man, even i f  th e  l a t t e r  
i s  very  good. T h is  i s  because  a  fundam ental change in  th e  a d m in is tr­
a t iv e  s t r u c tu r e  o f  th e  firm  i s  l i k e l y  to  be  needed, w ith , p e rh ap s , 
t h i s  b e in g  beyond b o th  th e  d e s i r e s  and c a p a b i l i t i e s  o f many sm all 
businessm en. F o r in s ta n c e ,  a  sm all businessm an may be more i n t e r e s t e d  
i n  c re a t io n ,  and l e s s  i n t e r e s t e d  i n  th e  ru n n in g  o f a  go ing  concern , 
i . e . ,  he may b e  lo o k in g  fo r  f r e s h  f i e ld s  to  conquer.
The move over from p e rso n a l a d m in is tra tio n  to  more fo rm a lise d  
p ro ced u res  o f  m anagenent c o n tro l may be demanded as th e  firm  p asse s  
t h r o u ^  th e  t r a n s i t i o n a l  s ta g e  i n  i t s  developm ent from sm all t o  
m edium -sized b u s i n e s s . ^ ^  I t  i s  sometimes advantageous to  keep 
th e  o rg a n is a tio n  s t r u c tu r e  f l e x ib l e  so t h a t  changes can b e  made as
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p eo p le  change, develop and as new c o n d itio n s  a r i s e .  Growth demands 
o rg a n is a t io n a l  change, bo th  because o f o u ts id e  f a c to r s ,  and because 
i t  r e q u ir e s  th a t  th e  p a t te r n  o f management vdiich peop le  use  should 
adap t to  cope w ith in c re a s in g  volume and th e  g re a te r  com plex ity  of 
b u s in e s s  prob lem s. Whenever th e  owner-manager needs to  d e le g a te  
p a r t  o f h i s  t o t a l  r e s p o n s ib i l i ty ,  two is s u e s  u s u a lly  a r i s e :
( i )  The p e rso n  ta k in g  over th e  r e s p o n s ib i l i ty  most l i k e l y  w il l  no t 
perform  th e  job in  an id e n t i c a l  fa s h io n .
(ii) In fo rm a tio n  i s  re q u ire d  about th e  d e le g a te d  ta s k  to  f a c i l i t a t e  
th e  making o f sound judgem ents.
The problem s, th e re fo re ,  o f viiat a u th o r i ty  and r e s p o n s ib i l i ty  t o  
d e le g a te  to  vhom, and o f  how to  o b ta in  summarised in fo rm a tio n  about 
what i s  happen ing  in  th e  d e le g a te d  a re a s  a re  problem s vdiich fa c e  a l l  
b u s in e s s  e n te r p r i s e s .
I n  th e  case  o f th e  sm all firm  th e re  can be  s tro n g  argum ents 
f o r  k eep in g  th e  o rg a n is a tio n  as f l a t  a s  p o s s ib le ,  th a t  i s ,  hav ing  
a s  few le v e l s  o f  management as p o s s ib le .  A f l a t  o rg a n is a tio n  
s t r u c tu r e  im p lie s  th a t  th e re  i s  a  wide span o f  c o n tro l .  A lthough 
i t  makes com m unications s im p le r, t h i s  ty p e  o f o rg a n is a tio n  w il l  
c r e a te  i t s  own problem s. I f  th e  sp read  o f c o n tro l i s  to o  wide 
su b o rd in a te s  w i l l  tend  to  queue f o r  a t t e n t io n ,  w ith  t h i s  w astin g  
tim e and d e la y in g  m a tte rs . O v e r-d e leg a tio n  can le a d  to  v i t a l  
d e c is io n s  b e in g  tak en  by su b o rd in a te s  w ith  a  consequent la c k  o f  
c o n t r o l .  I f  th e  d e le g a tio n  i s  to o  narrow , su b o rd in a te s  w i l l  b e  
under—employed and may concern  them selves w ith  ex ce ss iv e  d e t a i l .
The p re v io u s ly  m entioned b u re a u c r a t is a t io n  o f  th e  sm all firm  
need n o t be  an au tom atic  outcome o f  grow th, sis some r e s e a rc h e r s ,  
n o ta b ly  B um s and S ta lk e r  ( 1961) ,  have suggested  th a t  a  lo o se  and
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f l e x ib l e  o rg a n is a t io n  s t r u c tu r e ,  namely an o rg an ic  form o f  o rg a n is -
( 22 )
a t io n ,  i s  a p p ro p r ia te  to  changing c o n d itio n s . Burns and S ta lk e r
o u tl in e d  two fo rm a lly  c o n tra s t in g  forms o f mansLgement system  —
re p re s e n t in g  a  p o l a r i t y  -  and th e se  were c a l le d  th e  m e ch a n is tic  and 
*
o rg an ic  fo rm s. The m ech an is tic  form has a  h ie r a r c h ic  s t r u c tu r e  and 
i s  a p p ro p r ia te  to  s ta b le  c o n d itio n s ; w hile  th e  o rg an ic  form i s  
a p p ro p r ia te  t o  changing c o n d itio n s , which g iv e  r i s e  c o n s ta n tly  to  
f r e s h  problem s and un fo reseen  req u irem en ts  f o r  a c t io n  which cannot 
be  b roken down or d i s t r ib u te d  a u to m a tic a lly  a r i s in g  from th e  fu n c tio n a l 
r o le s  d e f in e d  w ith in  a  h ie r a rc h ic  s t r u c tu r e .  Burns and S ta lk e r  s t r e s s e d  
th a t  th e  two form s o f system  re p re s e n t  a  p o l a r i t y  — n o t a  dichotom y — 
a s  in te rm e d ia te  s ta g e s  between th e  e x tre m it ie s  have been  id e n t i f i e d .
I n  a d d i t io n , i t  was found th a t  th e  r e l a t i o n  o f one form t o  an o th er 
i s  e l a s t i c ,  i . e . ,  a  concern o s c i l l a t i n g  betw een r e l a t i v e  s t a b i l i t y  
and r e l a t i v e  change may a lso  o s c i l l a t e  betw een th e  two form s; and 
a  concern  may o p e ra te  w ith  a  management system  td iich  in c lu d e s  b o th  
ty p e s .
L an s ley , S a d le r  and Webb (1973) conducted a  s tu d y  o f  f i f t y  
s m a lle r  e n te r p r i s e s  o p e ra tin g  in  th e  p r in t in g  and b u i ld in g  in d u s t r ie s :  
th e  re sea rch  "was concerned w ith  o rg a n is a tio n  s t r u c tu r e  and management 
s t y l e . T h e  re s e a rc h e rs  say  th a t  ’packaged s o lu t io n s ’ , >diether 
i n  th e  f i e l d  o f  o rg a n is a tio n  d e sig n  o r management s t y l e  t r a in in g ,  
a re  n o t a  v a l id  a l t e r n a t iv e  to  an a n a ly s is  o f  a  s i t u a t io n  fo llow ed  
by  th e  developm ent o f a  ’t a i l o r ^ a d e ’ s o lu t io n .  I t  was co n sid e red
* The B um s and S ta lk e r  re se a rc h  c o n s is te d  o f  (a )  a  p re lim in a ry  study: 
a  rayon  m i l l  and an e n g in ee rin g  concern ; (b ) th e  S c o t t i s h  Study: 
f irm s  which e n te re d  th e  S c o t t is h  C o u n c il’s ’e le c t r o n ic s  scheme’ , 
supplem ented  by  a n c i l l i a r y  s tu d ie s  o f th e  ex p erien ce  o f  f irm s  in  
o th e r  i n d u s t r i a l  f i e ld s ;  (c )  th e  E n g lish  Study: e i ^ t  m ajor
e le c t r o n i c s  f irm s .
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th a t  th e  f in d in g s  added fu r th e r  w eight to  th e  argument th a t  th e re  i s  
no one b e s t  way o f  o rg a n is in g  a  b u s in e s s , as e f f e c t iv e  o rg a n is a tio n  
i s  c o n tin g e n t upon th e  purpose which th e  o rg a n is a tio n  i s  seek in g  to  
f u l f i l  and upon th e  n a tu re  o f th e  ta s k s  which have to  be  managed.
A gainst th e  background o f co n c lu s io n s  such as th e s e  i t  can be 
suggested  th a t  th e  owner-manager o f  a  sm all grow ing firm  should  
avoid an u n c r i t i c a l  accep tance  o f id e a s  about management Wiich 
happen to  be  c u r r e n t ly  fa sh io n a b le  i n ,  say , management l i t e r a t u r e ,  
o r, p e rh ap s , i n  management co n su ltan cy  c i r c l e s .
T here a re  a  number o f o th e r  f a c to r s  which may l im i t  th e  growth 
o f th e  sm all f irm , namely, f in a n c e ; m o tiv a tio n  o f management; 
management re s o u rc e s  a v a i la b le ;  management su cc e ss io n  problem s; 
and c e r ta in  env ironm ental f a c to r s .
The problem  o f  f in a n c e  h as been covered i n  dep th  by  B a tes  ( l 9 7 l ) , /  
w ith  th e  problem  i t s e l f  b e in g  summarised i n  term s o f  f in d in g  funds f o r  , 
expansion a t  th e  r i g h t  tim e , o f  th e  r i g h t  ty p e , and i n  th e  r i g h t  
q u a n t i t i e s ,  a t  v a r io u s  s ta g e s  o f  developm ent. The sm all f irm  may ' 
fa c e  d i f f i c u l t i e s  d em o n stra tin g  i t s  chances o f  su ccess  i n  o rd e r to  
persuade p o te n t i a l  le n d e r s ,  o r th e  e x i s t in g  le n d in g  and f in a n c ia l  
i n s t i t u t i o n s  may n o t c a te r  f o r  c e r t a in  problem s in v o lv ed  i n  sm all 
b u s in e ss  f in a n c e .  Scxne sm all f irm s  a re  such  good b e t s  t h a t  th e y  f in d  
l i t t l e  t r o u b le  i n  r a i s in g  c a p i t a l  fo r  grow th, w h ile  o th e rs  a re  such 
bad b e ts  t h a t  no one i n  t h e i r  r i ^ t  mind would o f f e r  f a c i l i t i e s  to  
them, and i n  betw een th e re  e x is t  sm all f irm s  which could  im prove 
t h e i r  o p e ra tin g  perform ance, t h e i r  a t t r a c t iv e n e s s  to  o u ts id e  in v e s to r s  
and t h e i r  own e f f ic ie n c y  i n  th e  u se  and r a i s i n g  o f  fu n d s . I n  g e n e ra l, 
though, sm all p r iv a te  companies f in d  i t  r e l a t i v e l y  d i f f i c u l t  t o  o b ta in
41 .
funds fo r  expansion , and th e re fo re  th e y  f r e q u e n tly  have to  r a i s e
money from s h o r t -  and medium-term sou rces  a t  r e l a t i v e l y  h ig h  c o s t .
*
R egard ing  th e  l a s t  m entioned p o in t ,  th e  Oxford Survey -  
r e - r e p o r te d  by Lund and M iner (1971) -  re p o r te d  th a t  e x te r n a l ly  
fin an ced  f irm s  appeared to  want to  expand i n  o rd er to  im prove t h e i r  
p r o f i t a b i l i t y ,  and were fo rced  to  use  e x te rn a l  funds because  o f  th e  
inadequacy  o f  t h e i r  own p r o f i t s  as a  source o f f in a n c e . I n  c o n t r a s t ,  
th e  i n t e r n a l l y  fin an ced  firm s seemed to  be in  th e  co m fo rtab le  p o s i t io n  
o f  e a rn in g  enough p r o f i t  to  make them happy, b u t n o t enough to  make 
them wish f o r  more, and hence d id  n o t need e x te rn a l funds to  f in a n c e
( 2 4 )expansion . The p re v io u s ly  m entioned m otor t r a d e s  s tu d y  undertaken
by Hebden and Robinson (1971) re v e a le d  th a t  la c k  o f so u rc es  o f fin a n c e  
d id  n o t p re v e n t expansion , a s  none o f  th e  firm s in te rv ie w ed  re p o r te d  
th a t  th e y  had been d en ied  f in a n c e , and on ly  s ix  o f  th e  82 re sp o n d en ts  
claim ed t h a t  th e y  had searched  u n su c c e s s fu lly . A lso , i t  was found 
th a t  a  l a r g e  number o f  sm all firm s were com ple te ly  s e l f - f in a n c in g .  
However, th e  Dunning (1971) s tu d y  found th a t  th e  u n su cc e ss fu l 
a p p l ic a n ts  f o r  e x te rn a l  f in a n c e  were o f te n  i n  a  v ic io u s  c i r c l e :  th e y  
cou ld  n o t r a i s e  f in a n c e  w ith o u t a  re c o rd  o f b e t t e r  p r o f i t a b i l i t y  b u t 
th e y  cou ld  n o t improve p r o f i t a b i l i t y  w ithou t th e  growth which f in a n c e  
a lo n e  co u ld  make p o s s ib le .
The s tu d y  u n d ertaken  by  Tamari (1972) h i g h l i ^ t s  a n o th e r 
problem  — l i q u i d i t y  — a s  i t  was found th a t  f a s t  grow ers ten d  to  be 
l e s s  l iq u id  th a n  slow g row ers.^^^) The f a s t  growing f irm s  extended
* The Oxford Survey (O xford U n iv e rs i ty  I n s t i t u t e  of S t a t i s t i c s ,  1955“ 
56, and su b seq u en tly  re p o r te d  by B ates  i n  19^4) c o n s is te d  o f 876 
in te rv ie w s  w ith  f iim s  em ploying le s s  th an  500 p e rso n s , and analysed  
th e  f in a n c ia l  acco u n ts  su p p lie d  by 335 such f irm s . The f irm s  re p re ­
se n te d  a  v e ry  wide ran g e  o f  m an u fac tu rin g  in d u s try ,  and were s e le c te d  
from th o s e  i n  te n  w idely  s c a t te r e d  m ajor i n d u s t r i a l  a re a s .
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more c r e d i t  to  t h e i r  custom ers i n  r e l a t i o n  to  t h e i r  s a le s  th an  slow
grow ers. I t  was though t th a t  t h i s  was th e  r e s u l t  o f two f a c to r s ,
namely, th e  e x ten s io n  o f c r e d i t  ac a  form o f  n o n -p r ic e  co m p etitio n
to  in c re a s e  s a le s ;  and th e  ex ten s io n  o f c r e d i t  to  l e s s  c r e d i t  worthy
c l i e n t s  i n  th e  p ro c e ss  o f  expanding s a le s .  A nother f in d in g  was th a t
f a s t  grow ers tended  to  have a  h ig h e r r a t e  o f p r o f i t a b i l i t y  th a n  slow 
*
grow ers.
Management m o tiv a tio n  and a t t i t u d e s  can h e  a  f a c to r  l im i t in g  
grow th. F o r in s ta n c e ,  th e  Oxford Survey found su sp ic io n  was o f te n  
expressed  o f  i n s t i t u t i o n s  which s p e c ia l i s e  i n  p ro v id in g  f in a n c e  to  
sm all f irm s . Dunning ( l 9 7 l )  m entioned th a t  some sm all firm s have 
an i r r a t i o n a l  f e a r  o f f a l l i n g  in t o  th e  hands o f f in a n c e  com panies, 
i . e . ,  th e re  was an u n w illin g n e ss  t o  c o n s id e r  any e q u ity  p a r t i c i p ­
a t io n ;  and S tanw orth  and C urran (l9 7 3 ) s ta t e d  t h a t  th e  sm all firm  
e n tre p re n e u r  may fo reg o  growth o p p o r tu n i t ie s  because  on b a lan c e  th e  
a s s o c ia te d  c o s ts  — in  s o c ia l  and p s y c h o lo ^ c a l  term s — appear to o
Looking ag a in  a t  th e  Oxford Survey, i t  was re p o r te d  th a t  
th e r e  was some ev idence  t h a t  sm all f irm s  a re  n o t growth minded, i n  
th a t  70 p e r  c e n t ,  o f  th e  firm s  s ta t e d  t h a t  th e y  were s a t i s f i e d  w ith  
t h e i r  developm ent, and among t h i s  groiro were many which had re n a in e i  
s ta t io n a r y .  R egard ing  expected  f u tu r e  s iz e ,  tw o - th ird s  o f th e  
e x te r n a l ly  f in an ced  firm s s ta t e d  t h a t  th e y  would l i k e  to  beccxne 
b ig g e r ; and h a l f  o f  th e  i n t e r n a l l y  fin an ced  firm s had s im i la r
* The f in d in g s  were based  on th e  r e p l i e s  from a  sample o f  2 ,115 firm s 
to  a  p o s ta l  c p ie s tio n n a ire  a sk in g  fo r  a cco u n tin g  in fo rm a tio n  f o r  th e  
y e a rs  19^4 and 1968.
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a m b itio n s . A ccord ing ly , i n t e r n a l l y  and e x te r n a l ly  fin an ced  firm s  
had d i f f e r e n t  a t t i tu d e s  to  expansion . The am bition  o f  i t s  m anagers 
may th e r e f o r e  be co n sid e red  as th e  u lt im a te  d e te rm in a tio n  o f a  f i r m ’s 
growth on th e  b a s is  th a t  o f th e  5^4 firm s which re p o r te d  grow th s in c e  
1950» on ly  116 s a id  t h a t  th e y  were d i s s a t i s f i e d  w ith  t h e i r  perform ­
ance. F u r th e r ,  o f 799 businessm en who in d ic a te d  th e  f u tu r e  s iz e  o f  
t h e i r  f irm s  i n  term s o f  tu rn o v e r , s ix  sa id  th a t  th e y  would l i k e  i t  
to  be  sm a lle r ; 221 s e t t l e d  fo r  th e  p re s e n t s iz e ;  and th e  m a jo r i ty  
o f th o se  fa v o u rin g  growth wanted i t  t o  be  l e s s  th an  100 p e r  c e n t ,  
(a lth o u g h  some s a id  ’as b ig  as  p o s s ib le ’) .  I t  was a ls o  found th a t  
am bition  was s ig n i f i c a n t ly  r e l a t e d  to  age because a  t h i r d  o f  th e  
m anaging d i r e c to r s  aged under 40 y e a rs  wanted t h e i r  f irm  to  double  
i n  s iz e  compared w ith  on ly  e ig h t p e r c e n t, o f th o se  aged over 70 
y e a r s .
P enrose  (1959) d is c u s s e s  firm s which have r e f r a in e d  from 
ta k in g  f u l l  advantage o f  o p p o r tu n i t ie s  fo r  expansion , and she su g g est^
th a t  many o f  th e se  a re  fam ily  f irm s , whose owners have been  c o n te n t /
I
w ith  a  co m fo rtab le  p r o f i t  and have been  u n w illin g  to  e x e r t  them selves 
t o  make more money or to  r a i s e  c a p i t a l  th rough  p ro ced u res  t h a t  would 
have reduced  t h e i r  c o n tro l over t h e i r  f i r m s . F o r  example, i f  an 
owner-manager w ishes to  s u b s t i t u te  l e i s u r e  fo r  work, th e n  ex cess  
m an ageria l s e r v ic e s  -  w hichcould be used up on expansion  a c t i v i t i e s  — 
can e a s i ly  be withdrawn from th e  f iim  i f  th e re  i s  no d e s i r e  t o  u se  
them. I n  a  s im i la r  v e in . C a r te r  and W illiam s (1956) say  th a t  a  
p ro g re s s iv e  sm all firm  — such as a  very  sm all ow ner-superv ised  
b u s in e s  w ith  6 to  30 employees — may make a  l i v in g  i n  c o m p e titio n  
w ith  much la r g e r  firm s by  v i r tu e  o f i t s  s im p l ic i ty  and o f th e  f a c t  
th a t  every  d e t a i l  o f th e  b u s in e s s  can be su p erv ised  p e r s o n a l ly  by  
th e  owner. However, t h i s  advantage o f s im p l ic i ty  may be  l o s t  i f
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th e  b u s in e s s  grows. C a r te r  and W illiam s p o in t out th a t  th e y  have 
found c a se s  o f su c c e ss fu l sm all b u s in e s se s  whose owners a re  n o t 
anxious th a t  th ey  should  grow f u r th e r ,  l e s t  th e y  should extend beyond 
th e  span o f th e  owner’s d i r e c t  c o n tr o l .  T h is  was co n sid e red  to  
e x o n p lify  th e  g en era l d i f f i c u l t y  i n  moving from one ty p e  o f manager­
i a l  s t r u c tu r e  to  a n o th e r . F u r th e r ,  th e  u n w illin g n e ss  to  make t h i s  
move o c c a s io n a lly  means th a t  a  good new id e a  — th a t  may n o t be 
a v a i la b le  f o r  e x p lo i ta t io n  in  o th e r  firm s -  i s  h e ld  back  in s te a d  o f 
b e in g  v ig o ro u s ly  developed .
The survey o f sm all f irm s  c a r r ie d  out by  Colby and Johns (1971)
showed th a t  th e  re sp o n d e n ts ’ a t t i t u d e s  t o  grow th were c o n s id e ra b ly  /;/
in f lu e n c e d  by th e  need to  p re se rv e  independence. A tt i tu d e s  to  growth^ 
were found to  be h ig h ly  am b iv a len t, w ith  many o f th e  owners o f sm all 
b u s in e s se s  ap p earin g  to  b e  t o m  on th e  one hand by th e  d e s i r e  to  
rem ain sm all and th u s  r e t a i n  t h e i r  independence and i t s  concom itant 
p e rso n a l s a t i s f a c t io n s ,  and on th e  o th e r  hand, by  th e  need (a s  
businessm en) to  conform to  th e  id e a  o f grow th, alm ost as a  m oral 
im p e ra tiv e . The need f o r  p re s e rv in g  th e  more p e rso n a l s a t i s f a c t i o n  
o f  independence won out i n  th e  m a jo r ity  o f  c a se s  and th e r e  was a  
c le a r  p re fe re n c e  to  m a in ta in  th e  b u s in e s s  a t  i t s  e x is t in g  le v e l  o f
( 2 7 )a c t i v i t y ,  and to  pay on ly  l i p - s e r v i c e  t o  grow th.
A rgen ti ( 1976) a ls o  d is c u s s e s  th e  in f lu e n c e  o f m o tiv a tio n
(2 8 )
on growth i n  re s p e c t  o f  a  sm all firm  ad o p tin g  a  ’s ta y -sm a ll s t r a t e g y ’ .
As a  sm all firm  grows, i t s  p r  obi ans m u ltip ly  and i t  becomes p ro g re s s ­
iv e ly  more d i f f i c u l t  to  ru n , and e v e n tu a lly  th e  e x te n t o f  i t s  problem s 
b e g in  to  in c re a s e  c o n s id e ra b ly . When t h i s  p o in t i s  reach ed , i . e . ,  
th e  ’c r i t i c a l  m ass’ , th e  p r o p r ie to r  o r founder needs to  employ someone 
t o  do alm ost e v e ry th in g  he used  to  do h im se lf ;  he needs to  adopt
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fo rm al management system s; he lo s e s  th e  p e rso n a l to u ch  w ith  employees; 
and th e  firm  lo s e s  some o f th e  advantages a s s o c ia te d  w ith  i t s  p rev ious 
u n o b tru s iv e n e ss . A ccord ing ly , a  d e c is io n  may be made to  l im i t  growth 
to  a  p o in t w ell sh o r t  o f th a t  which p r e c ip i t a t e s  th e s e  problem s. 
N e v e r th e le s s , th e  p r o p r ie to r  may s t i l l  tu rn  h i s  a t t e n t io n  to  ach iev in g  
grow th i n  term s o f in c re a se d  tu rn o v e r  and p r o f i t s  by o b ta in in g  more 
e f f ic ie n c y ,  e .g . ,  b e t t e r  u t i l i s a t i o n  o f  e x is t in g  re s o u rc e s , in c re a se d  
p r o d u c t iv i ty .
A nother f a c to r  which may l im i t  th e  growth o f th e  sm all firm  / 
i s  th e  e x te n t to  which management re s o u rc e s  a re  a v a i la b le .  F or 
in s ta n c e ,  i n  one- or two-man b u s in e s s e s  th e  n e c e ssa ry  management / 
s k i l l s  and e x p e r t is e  may be  a v a i la b le ,  b u t as th e  b u s in e s s  expands 
i t  may be d i f f i c u l t  f o r  th o se  re s p o n s ib le  fo r  ru n n in g  such a  b u s in e s s  
to  have adequate  knowledge o f a l l  th e  s k i l l s  n e ce ssa ry  i n  t h i s  modern 
age. I t  would, th e r e f o r e ,  be  b e n e f ic ia l  to  b r in g  in  o u ts id e  ad v ice , 
b u t t h i s  can be  c o s t ly  and th e  c o s t may w ell p r o h ib i t  th e  employment 
o f c o n s u lta n ts  %dio cou ld  f i l l —i n  th e  d e f ic ie n c ie s  of th e  p ro p r ie to r s  
o r m anagers.
I n  i t s  ev idence su b m itted  t o  th e  B o lto n  Committee, th e  
I n s t i t u t e  o f  C h arte red  A ccountan ts i n  E n ^ a n d  and Wales s ta t e d  th a t  
one o f  th e  commonest s i tu a t io n s  encoun tered  by  p ro fe s s io n a l  account­
a n ts  i n  t h e i r  c a p a c ity  a s  c o n su lta n ts  i s  t h a t  o f  th e  sm all f irm  vdiose 
expansion  h as r e s u l te d  i n  i t s  outgrow ing th e  management s k i l l s  and
( 29)e x p e rien ce  a v a i la b le  to  i t .  I t  i s  m entioned th a t  a l l  to o  o f te n
i t  i s  n o t u n t i l  a  firm  h as  got i n to  s e r io u s  d i f f i c u l t i e s  t h a t  i t  
r e a l i s e s  i t s  i n a b i l i t y  to  c o n tin u e  w ith o u t o u ts id e  h e lp . I t  i s  
su g g es ted  th a t  b e fo re  t h i s  ty p ic a l  and c r i t i c a l  s ta g e  i n  th e  l i f e
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o f an expanding  b u t s t i l l  sm all b u s in e s s  i s  reach ed , o u ts id e  ad v iso ry  
s e r v ic e s  such as management co n su ltan cy  could  o f te n  be o f g re a te s t  
v a lu e , as  i t  i s  p o s s ib le  t h a t  th e  c o s t o f  th e  adv ice  may be no more
th an  a  f r a c t i o n  of th e  p o te n t ia l  b e n e f i t s  o b ta in a b le .
Of th e  64 firm s s tu d ie d  by Boswell (1973)» 20 were d e sc rib e d
as  ’young f i r m s ’ . The perform ance o f t h i s  group o f firm s  was above
average  in  re s p e c t  o f grow th, p r o f i t a b i l i t y  and in n o v a tio n . A lso, 
th e y  showed an above average tendency to  ( i )  be tak en  over; and ( i i )  
o b ta in  p u b l ic  q u o ta tio n s . The f in d in g s  of th e  s tu d y  t e n t a t i v e l y  
su g g ested  th a t  th e  normal f e a tu re s  o f b u s in e s s  in fa n c y  in c lu d e d  
s h o e - s t r in g  s t a r t in g - p o in t s ,  h i ^  r i s k s ,  poor p rem ises , l i t t l e  
spend ing  on f ix e d  c a p i t a l ,  and g re a t p e rso n a l s a c r i f i c e  made by  
fo u n d e rs . I t  was no ted  th a t  in  o rder to  make a  more e f f i c i e n t  use 
o f th e  young f i r m ’s s c a rc e s t  and most p re c io u s  in p u t — i t s  re so u rc e s  
o f m an ag eria l d r iv e  and s k i l l  — problem s connected w ith  self-m anage­
ment ( e . g . ,  work, l e i s u r e ,  h e a l th ;  psychology o f d e le g a tio n ;  
l o g i s t i c s )  shou ld  re c e iv e  more a t te n t io n  in  co n v en tio n a l t r a in in g  
m edia. A part from th e  problem s o f self-m anagem ent, i t  seemed th a t  
th e  young f irm s  were l e s s  l i k e l y  to  be a f fe c te d  by o th e r  management 
p rob lem s. I t  was suggested  th a t  p e rso n a l c o u n se llin g  may be  a  
b e t t e r  way o f  ta c k l in g  th e  problem s o f self-m anagem ent th a n  th e  
form al t r a i n i n g  co u rse , and a ls o ,  p e rh ap s, i t  may re p re s e n t  an 
e f f e c t iv e  way o f  ta c k l in g  problem s o c cu rrin g  in  o th e r  management 
a re a s .
D avies and K elly  (l9 7 2 ) m ention th a t  an o th er problem  c re a te d  
by  grow th f o r  th e  sm all f irm  a r i s e s  from th e  c lo se  i d e n t i f i c a t i o n  
o f th e  ovmer-manager w ith  th e  firm  and th e  f a c t  t h a t  th e  s k i l l s  
n e c e s sa ry  t o  g e t a  firm  e s ta b lis h e d  may n o t be th o se  which a re
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needed to  "build and su b seq u en tly  manage a  more fo rm alised  o rg a n is -  
a t io n . ( ^ ^ )  S a d le r  and B arry  (l9 7 0 ) suggest th a t  c h a r ism a tic  le a d e r­
sh ip  may be  more a p p ro p r ia te  t o  th e  e n tre p re n e u r ia l  a c t i v i t y  of 
founding  a  b u s in e s s  and perhaps ach iev in g  ra p id  growth and change. 
However, a  change i n  th e  c h a ra c te r  o f  management may b e  re q u ire d  i f  
th e  firm  su b se q u e n tly  o p e ra te s  i n  an environm ent which i s  s ta b le  and 
more o rdered .C ^l)
P enrose  (1959) d e a ls  w ith  th e  firm  in  re g a rd s  r a t e  o f expansion 
as an a d m in is tr a t iv e  and p la n n in g  u n i t ,  and she says t h a t  s in c e  th e re  
i s  p la in ly  a  p h y s ic a l  maximum to  th e  number o f th in g s  any in d iv id u a l  
o r group o f  in d iv id u a ls  can do , th e re  i s  c le a r ly  some s o r t  o f l im i t  
to  th e  r a t e  a t  which even th e  f in a n c ia l  t r a n s a c t io n s  o f in d iv id u a ls  
o r groups can b e  expanded. The c a p a c i t ie s ,  th e r e f o r e ,  o f  th e  e x i s t in g  
m an ag e ria l p e rso n n e l o f  th e  firm  n e c e s s a r i ly  s e t  a  l im i t  t o  th e  
expansion  o f  th a t  f irm  i n  any g iven  p e rio d  o f tim e . I n  th e  c a se  o f 
th e  sm all f irm , f o r  in s ta n c e ,  where m anageria l s e rv ic e s  a re  su p p lie d  
by from one to  s ix  men, o r  so , who a re  f u l l y  occupied i n  ru n n in g  th e  
f irm , expansion  may depend upon s p u r ts  o f ’overtim e* a c t i v i t y  which 
can o n ly  occur p e r io d ic a l ly .  F u r th e r ,  i t  may be  n e c e ssa ry  t h a t  each 
expansion  programme b e  f u l l y  com pleted, th e  o p e ra tin g  problem s so lv ed  
and th e  expanded firm  as  a  whole ru n n in g  sm oothly b e fo re  m an ag eria l 
s e r v ic e s  ag a in  become a v a i la b le  fo r  f u r th e r  p la n n in g  — even on an 
’overtim e* b a s i s .  I f  a l l  th e  a v a i la b le  m anageria l s e rv ic e s  a re  
absorbed  i n  th e  ru n n in g  o f  th e  f irm , then  a  very  slow r a t e  o f 
expansion  may w e ll r e s u l t ;  o r i f  th e  m anageria l s e rv ic e s  become a  
f ix e d  f a c to r ,  i . e . ,  th e y  a re  u n a lte re d  by ex p erien ce  (w hich should  
enhance th e  knowledge o f  fe llo w  w orkers and th e  methods o f th e  firm  
p o sse sse d  by  each w o rk e r), th e n  e v e n tu a lly  d im in ish in g  r e tu r n s  must
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s e t  i n .  On th e  o th e r hand, unused m anageria l and o th e r p ro d u c tiv e  
s e rv ic e s  p ro v id e  an in c e n t iv e  f o r  th e  expansion o f th e  f irm . Penrose 
a ls o  m entions t h a t ,  in  g e n e ra l , th e  e x te n t to  which a  firm  can employ 
th e  most advantageous d iv is io n  o f lab o u r depends on th e  scsile o f  i t s  
o p e ra tio n s : i f  th o se  o p e ra tio n s  a re  very  l im ite d , th en  th e  l e s s  can
re so u rc e s  he  used in  a  s p e c ia l is e d  manner.
The problem  o f management su ccess io n  was d iscu ssed  
p re v io u s ly  i n  t h i s  c h a p te r .  R egarding  th e  in f lu e n c e  o f  t h i s
problem on grow th, th e  s tu d y  o f  n in e  sm all f irm s by S tanw orth  and 
Curran (1973) showed th a t  when su ccess io n  from f a th e r  to  son o ccu rred  
( in  fo u r o f  th e  firm s  s tu d ie d )  i t  was, t y p ic a l ly ,  c h a ra c te r is e d  by 
c o n f l ic t  o f th e  ty p e  where an ag ein g  and t i r i n g  founder — anx ious to  
p re se rv e  th e  work o f a  l i f e t im e  — f e l t  th re a te n e d  a t  th e  s ig h t  o f  a  
son s t r a in in g  a t  th e  le a s h .  A p r o tr a c te d  b a t t l e  on th e  i s s u e  o f  
growth ensued, b u t th e  son was u s u a l ly  g iven  h is  chance, w ith  th e  
f a th e r  s t a r t i n g  to  l im i t  h is  involvem ent in  th e  f irm .
C o n f lic t  su rro u n d in g  su cc e ss !  cn i n ,  say , fam ily  firm s  may 
w ell l im i t  grow th by ab so rb in g  m anageria l re so u rc e s  v iiich  o th e rw ise  
could be employed on growth a c t i v i t i e s .  As m entioned e a r l i e r ,  
however, th e  m anageria l a b i l i t i e s  o f th e  succeed ing  g e n e ra tio n  may 
n o t match th o se  o f  th e  p reced in g  one. The M e rre tt C y riax  A sso c ia te s  
( 1971) s tu d y  c i te d  b e fo re , showed th a t  i n  a l l  th e  s e c to r s  c o n s id e re d , 
between 25 and 50 p e r  c e n t ,  o f  th e  f irm s  were c o n tro l le d  by  a  second 
or subsequent g e n e ra tio n  o f th e  founding  fa m ily . I t  was found th a t  
th e  founder managements — s t a r t i n g  from th e  same o r h ig h e r  l e v e l s  o f  
tu rn o v e r  i n  1963 -  had growth r a t e s  o f I I 8 p e r  c e n t ,  on average  over 
th e  seven y e a rs  rev iew ed , compared w ith  on ly  45 p e r c e n t ,  f o r
49.
managements which were th e  second or su c c e ss iv e  managements to  th e  
fo u n d e r. Firm s which were under fam ily  management h u t w ith  o u ts id e  
d i r e c to r s  a ls o  had scanewhat b e t t e r  growth r a t e s  a t  61 p e r  c e n t . ,  
w h ile  firm s managed by in d iv id u a ls  who had purchased  a  c o n tr o l l in g  
i n t e r e s t  had a  growth r a t e  o f 56 p e r c e n t . , and firm s which had been 
ta k en  over s in c e  19^3 had a  growth r a t e  o f 97 p e r c e n t. From t h i s  
ev idence  i t  was concluded th a t  a  con tinuous in fu s io n  o f new e n tre ­
p re n e u r ia l  management i s  a  c r i t i c a l  f a c to r  in  th e  growth perform ance 
o f th e  s e c to r s  s tu d ie d , b o th  i n  th e  fo u n d a tio n  o f new b u s in e s se s  and 
i n  th e  r e - in v ig o r a t io n  o f th e  o ld . R egarding  th e  ca teg o ry  w ith  th e  
h ig h e s t  r a t e  o f growth -  th e  founder management -  60 p e r  c e n t ,  had 
d i r e c t  p re v io u s  experience  o f  th e  b u s in e s s  which th e y  su b seq u en tly  
founded. T h e re fo re , i t  was co n sid e red  th a t  o u ts ta n d in g  p ro g re s s  in  
management — as shown in  grow th o f tu rn o v e r  — i s  by no means ex c lu s­
iv e ly  th e  p ro v in ce  o f s p e c i a l i s t s  i n  th e  p a r t i c u l a r  in d u s try  to  which 
i t  r e l a t e s .  Another f e a tu re  o f  th e  same c a teg o ry  o f  management was 
th e  com plete absence o f any form al q u a l i f i c a t io n s .  A lso , i t  was 
found t h a t  tw o - th ird s  or more o f th e  managements o f a l l  th e  firm s 
had no form al q u a l i f i c a t io n s  o r d eg rees  and th a t  t h i s  was th e  case  
even i n  m an u factu rin g  where q u a l i f i c a t io n s  m ight seem to  be o f 
e s p e c ia l  re le v a n c e .
The same s tu d y  showed th a t  th e  a re a  o f  re c ru itm e n t o f ,manage­
ment was ex trem ely  narrow  w ith  only  23 p e r  c e n t ,  o f management can ing  
frcxn c a te g o r ie s  o th e r  th an  th e  owning fa m ily , i t s  f r ie n d s  o r so le  
owners, among idiom a  v e ry  s tro n g  fa m ily  i n t e r e s t  was observed . I t  
was n o ted  th a t  le v e ls  o f rem unera tion  were m odest. However, th e  
r e le v a n t  f in d in g s  suggest t h a t  th e  sm all f irm  p ro v id e s  an im p o rtan t 
f i e l d  o f  o p p o rtu n ity  and advancenent f o r  in d iv id u a ls ,  who because  o f
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absence o f q u a l i f i c a t io n s  (and o th e r c h a r a c t e r i s t i c s )  would have 
l i t t l e  chance o f com parable o p p o r tu n i t ie s  in  s e c to r s  more dependent 
on form al q u a l i f i c a t io n s ,  e .g . ,  p ro fe s s io n s , la rg e  f irm s , government 
s e r v ic e .
The Oxford Survey (1955-56) o f 876 firm s em ploying l e s s  th an  
500 p e rso n s  co n sid e red  a  number o f f a c to r s  a f f e c t in g  growth -  
d i f f i c u l t i e s  o f demand; sh o rtag e  o f s k i l l e d  or s u i ta b le  p e rso n n e l; 
sh o rta g e  o f  c a p i t a l ;  d i f f i c u l t i e s  i n  o b ta in in g  raw m a te r ia ls  o r 
p a r t s ;  m arket dom inated by la rg e  f irm s ; p a te n t  r e s t r i c t i o n s ;
government r e g u la t io n  o f e n try  ( s a id  to  b e ) ;  and m isce llan eo u s  
f a c to r s .  The f a c to r s  which were s p e c if ie d  most f r e q u e n tly  were 
sh o rta g e  o f  s k i l l e d  or s u i ta b le  p e rso n n e l (215 f irm s ) ;  d i f f i c u l t i e s  
o f demand ( 198) ;  and sh o rta g e  o f capitstL — some r e f e r r i n g  to  th e  
h igh  c o s t  o f  p la n t  and equipment (IOO). The more re c e n t  s tu d y  by  
M erre tt C y riax  A sso c ia te s  ( l9 7 l )  found th e  fo llo w in g  p e rcen tag e  o f 
re sp o n d en ts  a d m ittin g  to  a  m ajor r e s t r i c t i o n  on grow th m entioned:
( i )  Labour sh o rta g e : 32 p e r  c e n t ,  (m an u fac tu rin g ) ; 38 p e r  c e n t ,
( c o n s t r u c t io n ) ;  2 p e r  c e n t ,  (w h o le sa le ) ; 30 p e r  c e n t ,  (m otor) ; 
5 p e r  c e n t ,  ( r e t a i l ) .
( i i )  C re d it :  21; 15; 2; none; 4«
( i i i )  T rade  c r e d i t  f a c i l i t i e s :  2; 8; 18; 6; I 8 .
( iv )  S e le c t iv e  ©nployment ta x : 9; 27; 32; 27; 24 .
(v) O th e rs : 36; 12; 46 ; 37; 49-
The p e rc e n ta g e  o f th e  sample n o t m en tion ing  a  r e s t r i c t i o n  on growth 
was 22 p e r  c e n t ,  (m anufactu ring) ; 23 ( c o n s t r u c t io n ) ;  31 (w h o lesa le ) ;
37 (m o to r); and 60 ( r e t a i l ) .
* Number o f f irm s: m anufactu ring  (1 3 3 ); c o n s tru c tio n  (3 5 ) ; w ho lesa le
( 91) ;  m otor ( 78) ;  r e t a i l  ( 80) .
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C oncerning o th e r  r e s t r i c t i o n s  on growth, M erre tt C yriax  Assoc­
i a t e s  m ention th a t  th e  a b i l i t y  o f sm all firm  management to  o v e rr id e  
c e r ta in  problem s ( i . e . ,  c r i t ic i s m s  o f th e  government, ta x  o r tim e 
w asted on form f i l l i n g )  or reg a rd  them s t r i c t l y  as ’f r in g e  annoyances’
appeared t o  be g r e a te r  among th e  f a s t  growers as opposed to  th e  slow
*grow ers and d e c a y e rs .
The so u rc e  o f growth or d e c lin e  was analysed  in to  expansion o f 
e x is t in g  m arke ts  and a  range o f o th e r  f a c to r s  such as  new m ark e ts, 
new p ro d u c ts , a c q u is i t io n s  and in c re a se d  m arket sh a re . I n  m anufactur­
in g , th e  slow  grow ers d e riv ed  79 p e r c e n t, o f t h e i r  growth frcm 
expansion o f  e x is t in g  m arkets w h ile  th e  f a s t  grow ers o b ta in ed  only  
56 p e r c e n t ,  o f  t h e i r  growth from t h i s  sou rce; in  o th e r  s e c to r s  th e  
r e s u l t s  were s im i la r .  I n  th e  case  o f th e  firm s which exp erien ced  a 
d e c lin e  i n  tu rn o v e r , th e  a n a ly s is  re v ea led  th a t  c o n tra c t io n  o f m arkets 
accounted f o r  over th r e e - q u a r te r s  o f th e  d e c lin e  i n  a l l  s e c to r s  o th e r 
th an  c o n s tru c tio n , vdiere i t  was ro ugh ly  tw o - th i rd s . M oreover, i n  a l l  
s e c to r s  o th e r  th a n  r e t a i l  a  f i f t h  o r more o f th e  d e c lin e  appeared to  
be a t t r i b u t a b l e  to  m anageria l w eakness. T h e re fo re , th e  main co n clu sio n  
to  emerge was t h a t  ex ce p tio n a l grow th was connected w ith  new p ro d u c ts , 
e n try  i n to  new m arkets  and improved m arket sh a re ; a l l  o f th e s e  f a c to r s  
were th o u g h t t o  b e  a s s o c ia te d  vn th  su p e r io r  management c a p a b i l i ty .  
S im ila r ly , d e c l in e  was though t to  be  s tro n g ly  in f lu e n c e d  by  la c k  o f 
management a b i l i t y ,  hence th e  recommendations th a t  a  sm all b u s in e s s  
t r a in in g  c e n tre  and a  sm all b u s in e ss  re c ru itm e n t c e n tre  be  s e t  up i n  
o rd er t o  c r e a te  a  more s a t i s f a c to r y  m arket in  sm all f irm  m anagers.
* P a s t grow ers were th o se  firm s showing more th a n  a  90 p e r  cen t.g ro w th  
o f  tu rn o v e r ;  , slow grow ers had grow th r a t e s  o f l e s s  th a n  90 p e r  c e n t, 
b u t more th a n  ze ro ; and d ecay ers  showed f a l l s  in  tu rn o v e r  over th e  
seven y e a r  p e r io d  rev iew ed .
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P enrose  (1959) d is c u s s e s  c e r ta in  env ironm ental f a c to r s  which
may l im i t  th e  growth o f th e  smsill f irm . For example, co m p etitio n
from la r g e  firm s  would d e te rm in e  t h e i r  o p p o r tu n i t ie s  and would e i th e r
c o n fin e  them to  c e r ta in  a c t i v i t i e s  i n  vh ich  la rg e  firm s could  no t
e f f e c t iv e ly  o p e ra te  -  nam ely, m arket i n t e r s t i c e s  -  or a b ru p tly  shu t
o f f  t h e i r  growth in  o th e r  f i e l d s  where la rg e  f irm s  could o p e ra te .
Environm ental c o n d itio n s , th e r e f o r e ,  would l im i t  th e  growth o f sm all
firm s re g a rd le s s  o f  t h e i r  re so u rc e s  or e n tre p re n e u r ia l  a b i l i t y .
F a th e r , sm all f irm s , b ecau se  o f t h e i r  s iz e  a lo n e , a re  r e s t r i c t e d  by
t h e i r  environm ent to  c e r t a in  ty p e s  o f o p p o rtu n ity  where th e  p ro sp e c ts
o f co n tinued  expansion  a re  ex trem ely  l im i te d .  However, F lo ren c e ,
w ith Baldamus ( 1948) say  th a t  a l t h o u ^  sm all f irm s  n e c e s s i t a te  sm all
p la n ts ,  sm all p la n ts  -  a  sm all u n i t  o f o p e ra tio n  -  do n o t n e c e s s a r i ly
in v o lv e  a  sm all u n i t  o f  c o n tro l  and i n  many in d u s t r i e s ,  e . g . ,  r e t a i l i n g ,
(5 2 )
th e  m u lt ip le  firm  i s  w id esp read . The same a u th o rs  m ention th a t
sm all p la n t s  a re  a ls o  l i k e l y  to  be  e f f i c i e n t  i n  many t r a d e s  i f  th e y  
a re  n o t id e n t i c a l  w ith  a  sm all ow nership, b u t a re  b ranch  p la n ts  o f a  
m u lt ip le  f irm . Even t h o u ^  la rg e —p la n t  in d u s t r i e s  te n d  to  be  l a r g e r -  
firm  in d u s t r i e s ,  la r g e  firm s w ith  many sm all p la n ts  f lo u r i s h  in  
in d u s t r ie s  where t r a n s p o r t  o f  s c a t te r e d  m a te r ia ls  and p ro d u c ts  i s  
s t i l l  c o s t ly .  Where th e r e  a re  la rg e  p ro d u c tio n  c e n tre s ,  th e  l a t t e r  
seem to  s u i t  sm all owner-managed p la n ts  v h erev er s p e c ia l i s a t io n  can 
be dev e lo p ed . F or in s ta n c e ,  Anirews ( 1949) says t h a t  i n  many in d u s t r i e s  
sm all b u s in e s s e s  p la y  an im p o rtan t p a r t  as  s u b -c o n tra c to r s  to  th e  la rg e ,  
w ith  t h e i r  r e la t io n s h ip  th e r e f o r e  b e in g  complementary r a th e r  th a n
. . . .  (3 5 )co m p e titiv e .
Andrews a ls o  r a i s e s  th e  p o in t t h a t  th e  b ig g e r  b u s in e s s  may n o t 
be  so  b ig  in  th e  s iz e  o f i t s  p la n t ,  w ith  th e  l a t t e r  b e in g  th e  most
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im p o rtan t f a c to r  from th e  p o in t o f view o f te c h n ic a l  econom ies.
Where th e  s iz e  o f th e  p la n t  runs to  a  la r g e  f ig u r e ,  f u r th e r  growth 
may b r in g  more te c h n ic a l  econom ies. However, th e se  may w ell be 
o f f s e t  by  th e  e f f e c t s  o f th e  p re s su re  th a t  growth would b r in g  in  
th e  lo c a l  la b o u r m arket; i n  such case s  th e  b ig  b u s in e ss  may become 
m u lt i - f a c to r y ,  w ith  th e  s iz e  o f any one fa c to ry  b e in g  s im ila r  to  th a t  
o f a  sm a lle r  b u s in e s s .
I n  th e  case  o f a  new sm all f irm , P enrose su g g es ts  th a t  i t  may 
have to  e x e r t s p e c ia l  e f f o r t s  ju s t  t o  m a in ta in  i t s  p o s i t io n ,  l e t  
a lo n e  expand. C onsequently , c u r re n t o p e ra tio n s  w i l l  absorb  an 
e x t r a o r d in a r i ly  h i ^  p ro p o r tio n  o f e x is t in g  management r e s o u rc e s .
Once such a firm  has become e s ta b l is h e d , th e  p ro p o r tio n  o f  t o t a l  
management re so u rc e s  which must be  used up on o p e ra tin g  problem s 
may be r e l a t i v e l y  low, and grow th may ta k e  p la c e . However, i f  
co m p etitio n  i s  in te n s e  and supp ly  and demand c o n d itio n s  r e q u ir e  
c o n s ta n t a d a p ta tio n s , th en  th e  firm  may n o t be  a b le  to  do more th an  
keep on i t s  f e e t .  I f  i t  does manage to  expand, th e n  th e  chances a re  
t h a t  i t  w i l l  do so on ly  s low ly .
STJIOOBY
In  t h i s  c h a p te r  i t  h as been  shown t h a t  t h e  sm a ll b u s in e s s  
f ir m  may f a c e  any on e o f  a  number o f  d i f f e r e n t  m anagenent p ro b lem s, 
n o ta b ly  th o s e  w hich  a r e  r e la t e d  t o  company p la n n in g  and d evelop m en t, 
o r g a n is a t io n  and management s t r u c t u r e ,  management s u c c e s s io n ,  
f i n a n c i a l  management and a d m in is tr a t io n ,  p e r so n n e l m anagement, 
p r o d u c tio n  management and c o n t r o l ,  and m a rk e tin g . Many o f  t h e s e  
management prob lem s a r i s e  a s  a  r e s u l t  o f  th e  sm a ll b u s in e s s  firm  
h a v in g  l im i t e d  management c a p a c ity  o r  r e s o u r c e s ,  f o r  in s t a n c e ,  
w ea k n esses  i n  c e r t a in  management a r e a s  due t o  t h e  f a c t  t h a t  p e r so n a l
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c o n t r o l  demande an a l l - p u r p o s e  m anager c a p a b le  o f  a c c o m p lish in g  a 
w ide v a r i e t y  o f  m a n ag e ria l t a s k s ,  and t h a t  i t  i s  r a r e  f o r  one 
in d iv id u a l  to  p o s se s s  a l l  o f  th e  m ain f u n c t io n a l  maneigement s k i l l s ;  
o r  t h e r e  may be no r e s e r v e  o f  m a n a g e ria l manpower w hich can be  u sed  
t o  b o th  i d e n t i f y ,  and th e n  o f f e r  perm anen t s o lu t io n s  to  p a r t i c u l a r  
p ro b lem s f a c in g  a  b u s in e s s .
At some s ta g e  i n  th e  grow th p ro c e s s  o f  th e  sm all b u s in e s s  f irm  
m anagement p rob lem s b e g in  to  m u l t ip ly  and a s  a  r e s u l t  th e  b u s in e s s  
becom es p r o g r e s s iv e ly  more d i f f i c u l t  to  c o n t r o l .  T h is  i s  o f t e n  th e  ,1 
c r i t i c a l  s t a g e ,  e s p e c ia l l y  in  th e  c a se  o f  a  b u s in e s s  r e a c h in g  th e  
p o in t  w here i t  h a s  outgrow n th e  management s k i l l s  and e x p e r ie n c e  
a v a i l a b l e  t o  i t .  The u se  o f  o u ts id e  s e r v ic e s  may, t h e r e f o r e ,  p ro v e  
t o  be  o f  th e  g r e a t e s t  v a lu e  when th e  sm a ll b u s in e s s  f a c e s  th e  
management p rob lem s w hich o c c u r  i n  th e  e a r ly  s ta g e s  o f  g ro w th . These 
a r e  o f t e n  r e l a t e d  to  th e  need  to  fo r m a l is e  m anagenent p ro c e d u re s  to  
cope w ith  t h e  in c r e a s in g  volume and th e  g r e a t e r  co m p lex ity  o f  
b u s in e s s  p r o b la n s ,  i . e . ,  i t  becomes n e c e s s a ry  to  e s t a b l i s h  an e f f e c t i v e  
a d m in i s t r a t io n  to  c o n tr o l  what h a s  now become a  g o in g  c o n c e rn . O th e rs  
may be  c o n ce rn e d  w ith  a c q u ir in g  a d e q u a te  f in a n c e ,  c e r t a i n  s p e c i a l i s t  
management s k i l l s ,  o r  w ith  management s u c c e s s io n ,  o r  th e y  may be 
c o n n e c te d  w ith  management m o tiv a tio n  and a t t i t u d e s ,  o r  p e rh a p s  w ith  
e n v iro n m e n ta l f a c t o r s .
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C H A P T E R  5 
RESEARCH METHODOLOGY
As d a ta  was p o s se s s e d  on th e  m a rk e tin g  s u b s id ia r y  d is c u s s e d  
p r e v io u s ly  in  C hp ter 1, S e c tio n  1 .1 , i t  was u sed  to  
p re p a re  a  c a se  r e p o r t  on a  sm all f in n  t h a t  had  a c h ie v e d  g row th  
w h ile  u s in g  o u ts id e  s e r v ic e s .  The i n t e n t i o n  was to  p r e s e n t  th e  
c a se  r e p o r t  in  su p p o rt o f  th e  argum ent t h a t  th e  u se  o f  o u ts id e  
s e r v ic e s  can be a  f a c t o r  in f lu e n c in g  th e  g row th  o f  a  sm all 
b u s in e s s  f i rm . In c lu d e d  i n  th e  c a se  r e p o r t  w ere d e t a i l s  o f  th e  
f i r m 's  o r g a n is a t io n ,  th e  re a so n s  f o r  u s in g  o u ts id e  s e r v ic e s ,  th e  
ty p e s  u s e d , th e  b e n e f i t s  r e s u l t i n g  from t h i s  u s e , e . g . ,  th e  
management a re a s  which had  been s t r e n g th e n e d , and l a s t l y  an 
a sse ssm e n t o f  th e  in f lu e n c e  w hich th e  u s e  o f  th e s e  o u ts id e  
s e r v ic e s  had had  on th e  g row th  o f  t h i s  f i r m . D ata was a ls o  
p o s s e s s e d  on th e  f irm  p ro v id in g  th e  o u ts id e  s e r v ic e s ,  and t h i s  
was u se d  to  p re p a re  a n o th e r  c a se  r e p o r t  so a s  t o  p r e s e n t  a 
b a la n c e d  p i c t u r e  o f  th e  p ro v is io n  and u s e  o f  o u ts id e  s e r v ic e s .  
The r e p o r t  in c lu d e d  d e t a i l s  o f  th e  p r o v i d e r 's  o r g a n is a t io n ,  th e  
ty p e s  o f  s e r v ic e  o f f e r e d  to  s m a l le r  f irm s  and th e  m a rk e tin g  
m ethods em ployed.
The n e x t p a r t  o f  th e  s tu d y  was co n cern ed  w ith  c o l l e c t i n g
d a ta  on p ro v id e r s  and u s e r s ,  w ith  th e  aim b e in g  th e
p r e p a r a t io n  o f  ab o u t t h r e e  c a se  r e p o r t s  on each . I n  o rd e r  to
acco m p lish  t h i s  a  sam ple o f  p ro v id e r s  was drawn up on th e  b a s i s
o f  a  s u b s t a n t i a l  p a r t  o f  a v a i l a b le  s e r v ic e s  b e in g  o f f e r e d  to
s m a l le r  f i r m s , o r  e x c lu s iv e ly  to  sm a ll f i r m s .  The sam ple was
drawn from th r e e  s o u rc e s , nam ely a  sm a ll num ber o f  p ro v id e r s
known to  th e  r e s e a r c h e r ;  l i s t i n g s  i n  th e  R e g i s te r  o f  Management
C o n s u lta n ts  and A dvisory  S e rv ic e s  to  I n d u s try   ^ ; and in fo rm a t io n
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g a th e r e d  from a  su rv ey  o f  c o n s u l t a n ts  and a d v iso ry  o r g a n is a t i o n s .
The su rv ey  o f  c o n s u l ta n ts  and a d v iso ry  o r g a n is a t io n s  was 
u n d e r ta k e n  to  g a th e r  m a te r ie l  f o r  su b se q u e n t in c lu s io n  in  a  rev iew  
o f  o u ts id e  s e r v ic e s ,  w ith  t h i s  fo rm in g  A ppendix 1 .1 .  The sam ple 
su rv e y ed  was drawn from th e  R e g i s te r  o f  Management C o n su lta n ts  and 
A dv iso ry  S e rv ic e s  to  I n d u s t r y ,  and i t  c o n s is te d  o f  54 c o n s u l ta n ts  
o f  v a r io u s  k in d s  and 54 a d v iso ry  o r g a n i s a t i o n s .  The o r g a n is a t io n s  
i n  th e  sam ple w ere asked  to  su p p ly  d e t a i l s  o f  th e  s e r v ic e s  w hich 
th e y  o f f e r e d  to  sm all f i r m s .  18 c o n s u l t a n t s  and 22 a d v iso ry  o rg an ­
i s a t i o n s  resp o n d ed , and su b se q u e n tly  a  num ber o f  th e s e  w e re / . . ,
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A p art from  one e x c e p tio n  -  which was in  th e  agency and b u reau x  
c a te g o ry  -  t h e  p ro v id e r s  i n  th e  sam ple were f irm s  o f  management 
c o n s u l t a n t s .
Twenty p ro v id e r s  w ere f i n a l l y  ap p ro ach ed  and a sk ed  to  
c o - o p e r a te  by s u p p ly in g  in fo rm a tio n  on t h e i r  a c t i v i t i e s ,  and 
a l s o  by r e f e r r i n g  th e  r e s e a r c h e r  to  one o f  t h e i r  sm a ll f irm  
c l i e n t s  t h a t  had  und erg o n e  grow th w h ile  u s in g  th e  o u ts id e  
s e r v i c e s .  The two q u e s t io n n a ir e s  w hich were 
u se d  in  t h i s  p a r t  o f  th e  s tu d y  w i l l  be  found i n  A ppendix 5*1 
From th e  a p p e n d ix  i t  w i l l  be seen  t h a t  th e  q u e s t io n s  d i r e c t e d  
a t  th e  p r o v id e r s  co v ered  o r g a n is a t io n ,  s e r v ic e s  a v a i l a b l e ,  
m a rk e tin g  s e r v i c e s  and some g e n e ra l  t o p ic s ;  and th o s e  f o r  th e  
u s e r s  c o v e re d  o r g a n is a t io n ,  g row th , o u ts id e  s e r v ic e s  u se d  and 
th e  i n f l u e n c e  w hich th e  u s e  had had  on g row th . The in f lu e n c e  
was to  b e  d e te rm in e d  by o b ta in in g  th e  o p in io n  o f  th e  m anaging 
d i r e c t o r  ( d i r e c t o r ,  p a r tn e r  o r  p r o p r i e to r )  on w h e th e r o r  n o t  
th e  u s e  o f  o u ts id e  s e r v ic e s  had p ro v ed  to  be a  f a c t o r  
i n f l u e n c in g  th e  g row th  o f  t h a t  p a r t i c u l a r  sm all f i r m .
The re s p o n s e  f e l l  s h o r t  o f  th e  t a r g e t  a s  o n ly  two p ro v id e r s  
s u p p l ie d  enough d a ta  to  f a c i l i t a t e  th e  p r e p a r a t io n  o f  c a se  
r e p o r t s  -  s e e  C h ap ter 4 , Case R ep o rts  OSP/1 and OSP/2 -  and 
o n ly  one o f  th e s e  (OSP/2) r e f e r r e d  th e  r e s e a r c h e r  t o  aHy sm all 
f i r m  c l i e n t s .  However, th r e e  c a se  r e p o r t s  on u s e r s  w ere 
o b ta in e d  -  s e e  C h ap ter 5 , Case R ep o rts  U / l ,  U /2 and U /3 . The 
f ie ld w o rk  on th e  p ro v id e r s  and u s e r s  was u n d e r ta k e n  betw een  
A p r il  and November 1974. A lthough th r e e  c a se  r e p o r t s  on u s e r s  
w ere o b ta in e d , th e r e  was i n s u f f i c i e n t  d a ta  c o n ta in e d  i n  them to  
f a c i l i t a t e  t h e  p r e p a r a t io n  o f  a  s t r o n g  argum ent. A n o ther problem  
fa c e d  a t  t h e  tim e  was t h a t  th e  v e r i f i c a t i o n  o f  th e  d a ta  c o n ta in e d
/c o n t in u e d
in te rv ie w e d  by th e  r e s e a r c h e r ,  e . g . ,  CoSlRA, B a rc la y s  B u s in e ss  
A dvisory  S e r v ic e ,  management c o n s u l t a n t s ,  f i n a n c i a l  management 
c o n s u l t a n t s ,  p e rs o n n e l c o n s u l t a n t s .
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i n  th e  c a se  r e p o r t s  on th e  m a rk e tin g  s u b s id la iy  and th e  p r o v id e r  
o f  o u ts id e  s e r v ic e s  co u ld  n o t  be o b ta in e d . The two c a se  r e p o r t s  
w ere n o t ,  t h e r e f o r e ,  in c o r p o r a te d  in  th e  s tu d y .
As a  r e s u l t  a  f r e s h  app roach  f o r  c o l l e c t i n g  d a ta  was d e v ise d . 
The b a s e s  com prised  c o n c e n tr a t in g  on th e  u s e r s  and , f i r s t l y ,  
s u rv e y in g  a  number o f sm all f irm s  w hich may have u sed  s e r v ic e s  
from th e  f o u r  m ain s o u rc e s , nam ely, c o n s u l t a n t s ,  a d v iso ry  
o r g a n i s a t i o n s ,  f in a n c e  o r g a n is a t io n s ,  and a g e n c ie s  and b u re a u x . 
S eco n d ly , a s c e r t a in in g  w hich o f  th e  m ain management a re a s  had 
been  s t r e n g th e n e d  as a  r e s u l t  o f  u s in g  th e  o u ts id e  s e r v ic e s ,  
nam ely , g e n e r a l  management and o r g a n is a t io n ,  f i n a n c i a l  management 
and a d m in is t r a t io n ,  p e rs o n n e l m anagem ent/developm ent / t r a i n i n g ,  
p ro d u c tio n  management and c o n t r o l ,  and in fo rm a t io n  and g e n e ra l  
a d v ic e . T h i r d ly ,  o b ta in in g  a  more b a la n c e d  p i c t u r e  o f  g row th  
by c o n s id e r in g  any o th e r  f a c t o r s  which may have c o n t r ib u te d  to  
grow th  in  te rm s  o f  an in c r e a s e  in  s a le s  tu r n o v e r ,  nam ely , 
in c r e a s e d  demand, in c r e a s e d  p ro d u c tio n  f a c i l i t i e s ,  m a rk e tin g  
a c t i v i t i e s ,  a c q u is i t io n /m e r g e r ,  and g r e a t e r  c o m p e t i t iv e n e s s .  
F o u r th ly ,  s tu d y in g  a  num ber o f  u s e r  f irm s  in  m ore d e t a i l  in  
r e l a t i o n  t o  th e  above, and a ls o  r e g a rd in g  g e n e ra l  t o p ic s  such  
a s  th e  l i m i t  to  grow th and a c h ie v in g  g row th  w ith o u t U sing  o u t­
s id e  s e r v ic e s .
The in d u s t r y  t h a t  was s e le c te d  as  th e  s u b je c t  o f  th e  su rv ey  
was th e  p r i n t i n g  and a l l i e d  t r a d e s ,  w ith  th e  s e l e c t i o n  b e in g  
made on th e  fo l lo w in g  g ro u n d s . F i r s t l y ,  one p a r t i c u l a r  in d u s t r y  
was s e le c te d  i n  o rd e r  t o  a v o id  th e  p ro b le n s  a s s o c ia te d  w ith  a  
m u l t i - in d u s t r y  s tu d y , nam ely sam ple d e s ig n ,  a n a ly s i s  o f  d a ta  and 
i n t e r p r e t a t i o n  o f  r e s u l t s .  S econd ly , th e  r e s e a r c h e r  was 
f a m i l i a r  w ith  th e  in d u s t r y  i n  t h a t  a  t e c h n ic a l  and te c h n o lo g ic a l  
know ledge o f  p r i n t i n g  was p o s se s s e d , t o g e th e r  w ith  management 
e x p e r ie n c e  in  th e  s m a l le r  f irm  s e c to r .  I t  was e x p ec te d  t h a t  
th e s e  f a c t o r s  would p ro v e  t o  be h e lp f u l  w ith  th e  p la n n in g  and 
e x e c u tio n  o f  th e  su rv e y . T h i rd ly ,  a p p a r e n t ly  r e s e a r c h  o f  t h i s  
n a tu r e  had  n o t been p r e v io u s ly  u n d e r ta k e n  i n  th e  in d u s t r y .
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F o u r th ly ,  th e  v e ry  g r e a t  m a jo r i ty  o f  th e  f irm s  in  th e  in d u s t r y  
employ l e s s  th a n  200 p e rs o n s .
A sam ple o f  195 p r i n t i n g  f irm s  was drawn up from l i s t i n g s  
i n  th e  P r i n t i n g  T rad es  D ire c to ry  1974 -  1975»^^^ The sam ple 
c o n s is te d  o f  155 f i im s  l i s t e d  a s  em ploying up to  200 p e rs o n s , 
and 40 f irm s  w hich w ere ju d g ed  to  he w ith in  t h i s  s i z e  l i m i t  on 
th e  b a se s  o f  t h e i r  l e g a l  i d e n t i t y ,  p r i n t i n g  a c t i v i t i e s  and 
te ch n o lo g y  em ployed. I t  was c o n s id e re d  t h a t  few o f  th e s e  f irm s  
would f a l l  o u ts id e  o f  t h i s  s i z e  ra n g e . The f irm s  w ere lo c a te d  
in  th e  c o u n t ie s  o f  Avon, S om erse t, G lo u c e s te r s h ir e  and W i l t s h i r e .
A d e t a i l e d  q u e s t io n n a ir e  was p re p a re d  f o r  th e  P r i n t i n g  
In d u s t ry  S u rvey , "With t h i s  b e in g  re -p ro d u c e d  in  A ppendix 5*2.
A s h o r te n e d  form  o f  t h i s  q u e s t io n n a ir e  was p roduced  and th e n  
s e n t  to  th e  f irm s  in  th e  sam ple a t  t h e  b e g in n in g  o f  November 
1975" T h is  p a r t i c u l a r  t im e  o f  th e  y e a r  was chosen  b e ca u se  i t  
was known t h a t  th e  end o f  th e  y e a r  i s  o f te n  a  q u ie t  p e r io d  f o r  
many sm all f i rm s  i n  th e  in d u s t r y .  I t  was t h e r e f o r e  hoped th a t  
t h i s  t im in g  would c o n t r ib u te  to w ard s  a  good re s p o n s e , w ith  th e  
t a r g e t  re s p o n se  r a t e  b e in g  s e t  a t  ab o u t 30 p e r  c e n t . T h e r e a f te r  
i t  was hoped t h a t  abou t s ix  f irm s  c o u ld  be in te rv ie w e d  i n  o rd e r  
to  s tu d y  th e n  i n  m ore d e t a i l  a lo n g  th e  l i n e s  p re v io u s ly  m en tio n ed .
There w ere  6 l a n a ly s a b le  r e p l i e s  to  th e  p o s ta l  q u e s t io n n a ir e  
-  se e  C h ap te r 8 , Q u e s tio n n a ire  S u rrey  -  w ith  t h i s  r e p r e s e n t in g  
a re sp o n se  r a t e  o f  a p p ro x im a te ly  31 n e r  c e n t . Of th e s e  r e p l i e s  
abou t h a l f  i n d ic a te d  t h a t  th e y  would be  w i l l in g  to  be  in te rv ie w e d  
by th e  r e s e a r c h e r ,  and s u b se q u e n tly  n in e  f irm s  w ere v i s i t e d  i n  
F eb ru ary  and M arch 1976 -  see  C h ap te r 9> F ie ld w o rk  on In f lu e n c e d  
U se rs .
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C H A P T E R  4 
CASE REPORTS ON PROVIDERS
4 .1  CASE REPORT OSP/l 
ORGAITISATION
L a te  i n  1971 abou t tw en ty  in d iv id u a l  management c o n s u l ta n ts  
e s t a b l i s h e d  a c o -o p e r a t iv e  c o n su lta n c y  o r g a n is a t io n .  The aim 
was t o  p ro v id e  an econom ic management c o n su lta n c y  s e r v ic e  to  th e  
s m a l le r  f irm  s e c to r .  A lso , th e  fo u n d e rs  w ere an x io u s  to  p re s e rv e  
t h e i r  in d e p en d e n c e , a lth o u g h  th e y  in te n d e d  to  o p e ra te  w ith  a  
s in g l e  c o rp o ra te  name.
The c o n s u l ta n ts  had  p re v io u s ly  s tu d ie d  th e  p rob lem s o f  
p ro v id in g  management c o n su lta n c y  s e r v ic e s  to  th e  s m a l le r  f i im , 
and i t  was co n c lu d ed  t h a t  th e  l a r g e r  f irm s  o f  management 
c o n s u l t a n t s  w ere n o t r e a l l y  g e a red  to  o p e ra te  in  t h i s  f i e l d .  
The re a s o n s  f o r  t h i s  w ere f i r s t l y ,  t h a t  h ig h  o p e ra t in g  c o s ts  
d i c t a t e d  th e  u n d e r ta k in g  o f  a ss ig n m e n ts  l a s t i n g  f o r  a t  l e a s t  
t h r e e  m onths, p r e f e r a b ly  s ix  to  tw e lv e  m onths; s e c o n d ly , th e r e  
was a  s ta n d a rd  p r a c t i c e  o f  w orking in  team s; and t h i r d l y ,  
i n t e r n a l  t r a i n i n g  schem es w ere o p e ra te d , w ith  in d iv id u a l s  
b e in g  r e c r u i t e d  from  u n i v e r s i t i e s / b u s i n e s s  s c h o o ls  and t r a i n e d  
in  c o n su lta n c y , p ro v id e d  w ith  r e f e r e n c e  m an u als , and th e n  s e t  
to  work i n i t i a l l y  u n d e r  a f i e l d  s u p e r v is o r .
The company t h e r e f o r e  d ec id ed  to  r e c r u i t  management 
c o n s u l t a n ts  p o s s e s s in g  fo rm al q u a l i f i c a t i o n s ,  and w ith  p re v io u s  
c o n su lta n c y  and management e x p e r ie n c e  i n  th e  s m a l le r  f irm  
s e c to r ;  to  p ro v id e  c e r t a in  c e n t r a l i s e d  s e r v ic e s  f o r  th e  in d iv ­
id u a l  c o n s u l t a n t s ;  and to  tr im  o p e r a t in g  overh ead s by o b v ia t in g  
th e  n eed  f o r  lo n g  d i s ta n c e  t r a v e l  and h o te l  accom m odation.
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At th e  tim e  o f  th e  f ie ld w o rk  (O c to b e r 1974) th e r e  w ere 
o v e r 200 c o n s u l t a n t s  w orking f o r  th e  company. T hese  c o n s u l ta n ts  
w ere o rg a n is e d  in t o  a  number o f  m u l t i - d i s c i p l i n a r y  team s 
lo c a te d  i n  v a r io u s  p a r t s  o f  England and W ales. F iv e  re g io n s  
w ere e s t a b l i s h e d ,  w ith  each re g io n  b e in g  d iv id e d  i n t o  e ig h t  to  
te n  a r e a s .  A t y p i c a l  a r e a  h a s  a  p o p u la t io n  o f  a p p ro x im a te ly  
one m i l l i o n  p e o p le , w ith  th e  a r e a  b e in g  covered  by one team  o f  
management c o n s u l t a n t s .  D is c ip l in e s  a r e  n o t d u p l ic a te d  w ith in  
a  p a r t i c u l a r  team  u n le s s  th e r e  i s  an e x ce ss  o f  work in  a  c e r t a i n  
management a r e a .
A f te r  p a s s in g  th ro u g h  a le n g th y  s e le c t io n  p ro c e d u re  
co n d u cted  by th r e e  o r  more o f  th e  company* s d i r e c t o r s ,  p lu s  a 
m e e tin g  w ith  a  l o c a l  team i f  n e c e s s a iy ,  th e  new ly r e c r u i t e d  
c o n s u l ta n t  p ay s  a  r e g i s t r a t i o n  f e e  on jo in in g  to  c o v e r r e c r u i t ­
ment c o s t s ,  and t h e r e a f t e r  an an n u al s u b s c r ip t io n  o f  ab o u t £200 
to  c o v e r th e  c o s t  o f  th e  c e n t r a l  s e r v ic e s  p ro v id e d  by th e  company. 
The l a t t e r  in c lu d e s  th e  g iv in g  o f  g e n e ra l  a d v ic e  t o  c o n s u l t a n ts  
i n  th e  f i e l d ;  b ro c h u re s ,  l e t t e r h e a d s  and v i s i t i n g  c a rd s  a r e  
s u p p lie d  t o  g iv e  th e  company a n a t io n a l  im age; m on th ly  m e e tin g s  
a r e  h e ld  and th e  m in u te s  a re  s e n t  to  a l l  c o n s u l t a n t s ;  an 
i n t e r n a l  n e w s le t t e r  i s  p roduced  m o n th ly ; and th e  c e n t r a l  o f f i c e  
a d v is e s  by means o f  p o l ic y  memorandum, ass ig n m en t memorandum 
and i n t e r n a l  s e m in a rs . The d i r e c t o r s  v i s i t  b an k s, f in a n c e  
h o u s e s , e t c . ,  a t  d i r e c t o r  l e v e l ,  and a ls o  a  number o f  
governm ent d e p a r tm e n ts , th e  CBI, th e  BUl and o th e r  p r o f e s s io n a l  
i n s t i t u t e s ,  f o r  th e  p u rp o se  o f  ex p o sin g  th e  company and th e  
v a r io u s  s e r v ic e s  which a re  o f f e r e d .  A f u l l - t i m e  d i r e c t o r  i s  
i n  c h a rg e  o f  th e  c e n t r a l  o f f i c e ,  w h ile  th e  o th e r  f i v e  
d i r e c t o r s  work on a p a r t - t im e  b a s i s ,  a lth o u g h  th e y  have  c l e a r l y  
d e f in e d  r e s p o n s i b i l i t i e s ,  e . g . ,  f i n a n c i a l  and governm ent a f f a i r s .  
P o l ic y  d e c is io n s  a r e  made by a c o u n c il  which c o n s i s t s  o f  t h e  
d i r e c t o r s  and c e r t a i n  c o n s u l ta n ts  r e p r e s e n t in g  t h e i r  
c o l le a g u e s  i n  th e  v a r io u s  r e g io n s .  The a c t i v i t i e s  o f  c o n s u l t a n t s  
a r e  c o n t r o l l e d  by means o f  a c o n t r a c t  o f  employment and th e
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com pany's o p e r a t in g  p o l i c i e s .  A lso , a  c o n s u l ta n t  w i l l  be  
ex p ec ted  to  a b id e  by th e  code o f  conduct and p r a c t i c e  as  l a i d  
down by th e  I n s t i t u t e  o f  Management C o n s u lta n ts ,  and so  f o r t h .
SERVICES AVAILABLE
A team  u s u a l ly  c o n s i s t s  o f  c o n s u l ta n ts  w ith  s p e c i a l i s a t i o n s  
i n  m a rk e tin g , p ro d u c t io n ,  f in a n c e  and a d m in is t r a t io n ,  o f f i c e  
m ethods, p e rs o n n e l and t r a i n i n g ,  company developm ent and 
p la n n in g , s u p p o rte d  by q u a l i f i e d  p e o p le  in  c e r t a i n  management 
te c h n iq u e s .  A c t i v i t i e s  a ls o  in c lu d e  in-company'' t r a i n i n g  and 
r e c r u i tm e n t .  The ra n g e  o f  s p e c i a l i s t  s k i l l s  p o s s e s s e d  by a  
team  a r e  v e ry  u n l ik e ly  to  be  found  w ith in  a  s m a l le r  f i rm , though  
th e y  may be  need ed  from  tim e  to  t im e . A lso , th e  company w i l l  
p ro v id e  a fo llo w -u p  s e r v ic e  o f  th e  r e q u ir e d  fre q u e n c y  and d e p th  
o f  in v o lv em en t f o r  im p lem en tin g  recom m endations made to  a  
c l i e n t .
S m a lle r  f irm  c l i e n t s  a re  n o t s e r v ic e d  by a  team  a s  su ch , b u t 
by a  team  c o n s u l ta n t  p o s s e s s in g  th e  r e q u ir e d  d i s c i p l i n e .  T h is  
C o n su lta n t w i l l  ta k e  f u l l  r e s p o n s i b i l i t y  f o r  an a ss ig n m e n t, m ost 
l i k e l y  u n d e r ta k in g  i t  s o lo ,  th o u g h  d i s c u s s in g  i t  w ith  team  c o lle a g u e s  
awe^r from th e  c l i e n t ' s  p re m is e s . Only when i t  i s  r e a l l y  n e c e s s a ry  
f o r  a c o n s u l ta n t  p o s s e s s in g  a  d i f f e r e n t  d i s c i p l i n e  o r  s p e c i a l i s a t i o n  
to  p e r s o n a l ly  ta k e  a  lo o k  a t  th e  way an ass ig n m en t i s  b e in g  u n d e r ta k e n  
w i l l  a  second  member o f  a  team  go in t o  a  c l i e n t  f i rm . M oreover t h i s  
w i l l  happen  on ly  a f t e r  th e  agreem ent o f  th e  c l i e n t
h a s  been  o b ta in e d . T h is  p o l ic y  i s  ad h ered  to  b e c a u se  a  team  te n d s  to  
f r i g h t  e n -o f f  th e  management o f  a s m a l le r  f i r m . A c co rd in g ly  th e y  a re
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n o t employed u n le ss  i t  i s  e s s e n t ia l  to  th e  su ccess  o f an assignm ent.
No charge i s  made fo r  i n i t i a l  in te rv ie w s  -  th e  p ro p o sa l 
and c o s ts  a re  d e t a i l e d ,  w ith  th e  c l i e n t  b e in g  f r e e  to  d e c id e  a t  t h i s  
s tag e  w hether th e  s e rv ic e  i s  re q u ire d . M oreover, th e  p ro p o sa l 
may be o u tlin e d  in  more th a n  one s ta g e , th u s  a v a i l in g  th e  c l i e n t  o f th e  
o p p o rtu n ity  o f com m itting h is  firm  g ra d u a lly  as th e  p ro p o sa l i s  execu ted , 
in s te a d  o f co n tend ing  w ith  u n c e r ta in ty . In  a d d it io n , th e  company has 
s tan d a rd  term s o f w orking, a llow ing  a  c l i e n t  to  c lo se  down a  c o n tra c t  
by g iv in g  seven days n o t ic e .
The company c la im s to  be p a r t i c u l a r ly  in te r e s t e d  i n  h e lp in g  
firm s vh ich  c o n s id e r t h a t  th e re  i s  a  need f o r  a d d it io n a l  f in a n c e .
I n  such case s  th e  aim i s  to  a s c e r ta in  i f  th e  c l i e n t  firm  i s  making 
th e  b e s t  u se  o f e x is t in g  re s o u rc e s . I f  a d d i t io n a l  funds a re  needed, 
adv ice  w il l  be g iven  on th e  most s u i ta b le  form o f f in a n c e , to g e th e r  
w ith  th e  p re p a ra t io n  o f  a  d e ta i le d  su p p o rtin g  a p p l ic a t io n . I t  i s  
b e lie v e d  th a t  t h i s  s e rv ic e  i s  n o t only  v a lu a b le  to  th e  c l i e n t  b u t 
a lso  to  th e  bank o r th e  o th e r  le n d in g  i n s t i t u t i o n  th a t  i s  a s s e s s in g  
th e  v i a b i l i t y  o f a  p ro p o s i t io n .  The c o n su lta n t i s  a lso  a v a i la b le  to  
a tte n d  any m eetings connected w ith  th e  a c q u is i t io n  o f f in a n c e .
The company acknowledges t h a t  o f te n  a  sm all firm  i s  e s ta b lis h e d  
by a  q u a l i f ie d  in d iv id u a l  p o sse ss in g  a  s p e c ia l is e d  knowledge i n  h is  
f i e l d .  T h e re fo re  th e  company would n o t p ropose t o  ad v ise  a  c l i e n t  
w ith in  h is  a re a  o f s p e c ia l is e d  knowledge. However, sm all firm s 
sim ply because  th e y  a re  sm all have a  l im i te d  number o f q u a l i f ie d  
m anagers. T h e re fo re  mixed w ith  t h e i r  s t r e n g th s  th e re  a re  a lso  
l i k e ly  to  be  w eaknesses: f o r  in s ta n c e  a  f irm  may be  s tro n g  i n
d e s ig n , p ro d u c tio n  and m ark e tin g , b u t weak i n  f in a n c e  and a d m in is tra t io n . 
The company see s  i t s  r e a l  t a s k  as  th e  lo c a t io n  o f  th e s e  weak a re a s  and 
su b seq u en tly  im proving  e f f ic ie n c y .
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S e rv ic e s  can be p rov ided  on a  c o n tin u in g  b a s i s ,  o r i n  th e  form 
o f  an in d iv id u a l  recom m endation and i t s  im p lem en ta tio n . For example, 
a  sm all firm  c l i e n t  may need th e  s e rv ic e s  o f  a  management acco u n tan t, 
b u t h a v e  i n s u f f i c i e n t  work to  j u s t i f y  employing one f u l l - t im e .  In  
such a  c ase  th e  a p p ro p r ia te  s e rv ic e s  w i l l  b e  p rov ided  as and vàien 
needed , w ith  th e  c l i e n t  pay in g  a c c o rd in g ly , and i n  t h i s  way th e  c o s ts  
o f em ploying a  f u l l - t im e  manager i n  t h i s  fu n c tio n  a re  n o t in c u rre d ; 
b u t th e  n e c e ssa ry  e x p e r t is e  becomes a v a i la b le  on a c o n tin u in g  b a s i s .
A c l i e n t  may have a  s p e c i f ic  sh o r t- te rm  problem  such as a  r e c u r r in g  
p ro d u c tio n  b o tt le n e c k  th a t  r e q u ir e s  th e  s e t t in g - u p  o f a  p r a c t ic a l  
p ro d u c tio n  c o n tro l p ro ced u re : th e  company w i l l  d ea l w ith  t h i s  as
a  s in g le  assignm ent, and once com pleted th e  c l i e n t 's  commitment 
would b e  a t  an end. E lsew here a  c o n su lta n t could  be  used to  p lan  
a  f i r m 's  fu tu r e  developm ent and t h e r e a f t e r  th e  firm  cou ld , pe rh ap s, 
have th e  same c o n su lta n t c h a ir  a  once-m onthly m eeting  to  a sse ss  th e  
p ro g re s s  made a cc o rd in g  to  th e  c o rp o ra te  p la n . When t h i s  k in d  of 
s e r v ic e  i s  ob ta in ed  i t  i s  v i r t u a l l y  e q u iv a le n t to  engaging th e  
s e r v ic e s  o f a  n o n -e x e cu tiv e  d i r e c to r ,  b u t w ithou t h av in g  to  make a  
form al bo ard  appo in tm en t.
At th e  o u t s e t  t h e  company e s t a b l i s h e d  a  f i n a n c i a l  p o l ic y  
o f  b e in g  a  n o n - p r o f i t  m aking  c o n ce rn , and ta k in g  no com m ission 
on th e  f e e s  e a rn e d . As a  r e s u l t  o f  t h i s  a  f irm  t h a t  engages 
a  c o n s u l t a n t  w i l l  p ro b a b ly  pay h a l f  th e  f e e s  u s u a l ly  ch arg ed
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by one o f  th e  l a r g e r  c o n su lta n c y  com panies, i . e . ,  £50 p e r  
day as  a g a in s t  £100 p e r  day . At th e  same tim e  th e  com pany 's 
c o n s u l t a n t s  r e c e iv e  £50 p e r  day w hereas th e  c o n s u l ta n t  
w o rk in g  f o r  th e  l a r g e r  c o n su lta n c y  f irm  w i l l  m ost l i k e l y  e a rn  
o n ly  £30 p e r  day . T h e re fo re  a  f irm  e a p lo y in g  th e  s e r v ic e s  
o f  one o f  th e  com pany 's c o n s u l ta n ts  w i l l  pay £50 p e r  day f o r  
a  c o n s u l t a n t  w orth  £50 p e r  day .
I n  p r a c t i c e ,  th e  c o s t  to  th e  c l i e n t  depends upon th e  
e x p e r t i s e  n eed ed , th e  d u ra t io n  o f  th e  a ss ig n m e n t, t h e  amount 
o f  t r a v e l  in v o lv e d , w h e th er th e r e  i s  a  re q u ire m e n t f o r  a  
m o n th ly  a n a ly s i s ,  and th e  jo b  s a t i s f a c t i o n  o f  th e  c o n s u l ta n t  
u n d e r ta k in g  th e  a ss ig n m e n t. On a v e ra g e  th e  company w i l l  
make an i n c lu s iv e  c h a rg e  o f  betw een £40 and £60 p e r  day , 
i n c l u s i v e  o f  a l l  o v e rh ead s  and t r a v e l l i n g .
MARKETING SERVICES
A c ro s s - th e -b o a rd  th e  ccmpany h as  found  t h a t  th e  m a rk e t­
in g  o f  i t s  s e r v ic e s  h a s  p osed  many p ro b lem s, p a r t i c u l a r l y  
a s  some r e s t r i c t i o n s  e x i s t  on a d v e r t i s i n g  p r o f e s s io n a l  s e r v ic e s .
I n  p r a c t i c e ,  th e  team s o f  c o n s u l ta n ts  f in d  o u t ab o u t s m a l le r
f i r m s  i n  t h e i r  a r e a s  and th e n  ap p ro ach  them to  se e  i f  th e
company can  b e  o f  h e lp .  Recommendations from  p a s t  and p r e s e n t  c l i e n t s
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a s s i s t s  w ith  th e  a c q u is i t io n  of new b u s in e s s , though t h i s  s i tu a t io n  
t r a n s p i r e s  only  a f t e r  a  long  p e rio d  o f tim e has e la p se d . The company 
s ta n d s  by th e  work done by member c o n s u lta n ts ,  b u t i f  a  com plain t i s  
made by a  c l i e n t  i t  i s  in v e s t ig a te d ,  and i f  j u s t i f i e d  p u t r ig h t  
w ith o u t any c o s ts  b e in g  passed  on to  th e  c l i e n t .  New f i e l d s  o f 
a c t i v i t y  such as e x e c u tiv e  re c ru itm e n t a re  promoted under th e  c o rp o ra te  
name, b u t th e  c o n s u l ta n ts  conduct in te rv ie w s  and make th e  f i n a l  
s e le c t io n .  I n  g e n e ra l th e  prom otion o f th e  c o rp o ra te  name and aims 
has been  an u p h i l l  s t ru g g le ,  b u t su ccess  i s  expected  m ain ly  because  
of a  d e te rm in a tio n  to  g iv e  a  good s e r v ic e .
The company c la im s th a t  i t  w il l  u n d e rtak e  every  assignm ent t h a t  
comes i t s  way. I f  a  lo c a l  team o f c o n s u lta n ts  i s  to o  occupied , and i f  
i t  ap pears  u s e fu l to  do so , th en  a  member c o n su lta n t from an a d ja c e n t 
team w i l l  b e  b rough t i n  to  do th e  assignm ent. On th e  o th e r  hand sone 
members o f a  team w i l l  u n dertake  assignm ents w hile  some o f  t h e i r  
c o lle ag u e s  w il l  be su rv ey in g  fo r  new jo b s : t h i s  arrangem ent r e p re s e n ts
a  con tinuous p ro c e ss  th a t  a  lone  c o n su lta n t cannot m a in ta in .
Thus each team member e j e c t s  th a t  a  f a i r  p ro p o r tio n  o f h i s  tim e  
w i l l  be occupied w ith  some a sp ec t o f th e  lo c a l  m arke ting  a c t i v i t i e s .  
Salesm en a re  n o t enployed as th e  compaiy c o n s id e rs  th a t  th e  m anaging 
d i r e c to r  o f  a  s m a lle r  f irm  w ishes t o  t a l k  d i r e c t l y  to  a  c o n s u lta n t ,  
and p re fe ra b ly  a  lo c a l  man a t  t h a t .  T h e re fo re  th e  co n su ltan cy  
o p e ra tio n  was e s ta b l is h e d  a long  th e s e  l i n e s .
The company h as  found th a t  w ith in  th e  sm a lle r  firm  s e c to r  o f  th e  
economy th e r e  e x is t  f irm s  vdiich re fu s e  to  t a l k  to  any p ro f e s s io n a l  
a d v is e r  , and th o se  vdio c a l l - i n  th e  same whenever th e r e  i s  a  need . 
S m a lle r  f i rm s  a r e  in c r e a s in g ly  r e c o g n is in g  o r  have
been  fo rce d  by  c ircu m stan ces  to  do so , t h a t  u n le ss  th e y  a re  e f f i c i e n t
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th e y  w i l l  go to  ru in  and th a t  i f  s e n s ib le  d o w n - to -e a r th  
q u a l i f i e d  a d v ice  can be o b ta in e d  a t  th e  r i g h t  p r i c e ,  th e n  
i t  i s  w o rth  h a v in g . M ark e tin g  s e r v ic e s  h a s  p re s e n te d  many 
p ro b lem s, e . g . , th e  m anaging d i r e c t o r  o f  a  sm all f irm  who 
h as been  s u c c e s s fu l  o v e r  a number o f  y e a r s  u n d e rs ta n d a b ly  
te n d s  to  say :
•  ' What makes you th in k  you can t e l l  me how to  
run  my b u s in e s s  more e f f i c i e n t l y  when I  have 
had so much e x p e r ie n c e  o f  t h i s  p a r t i c u l a r  
p ro d u c t and you have n o n e . '
C o n su ltan cy  f o r  s m a l le r  f irm s  was o v e rs o ld  some y e a r s  back  and 
th e  b a c k la s h  s t i l l  e x i s t s .  I t  i s  c o n s id e re d  by many to  be to o  
e x p e n s iv e  and an a c t i v i t y  w here th e  m e te r  s t a r t s  t i c k i n g  as  soon 
as th e  c o n s u l ta n t  c ro s s e s  th e  th r e s h o ld .
(O c to b e r  1974)
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4 .2  CASE REPORT OSF/2 
ORGAl'JISATION
The o r ig in s  o f t h i s  company can be t r a c e d  back to  196O when 
th e  fo u n d er, a  C e r t i f ie d  and C orpora te  A ccountant, e s ta b lis h e d  an 
accoun tancy  firm  i n  S. West England th a t  s p e c ia l is e d  i n  th e  p ro d u c tio n  
o f  w eekly, m onthly and q u a r te r ly  management acco u n tin g  in fo rm a tio n  fo r  
b u s in e s s  f irm s . The d e c is io n  to  p ro v id e  th e  s e rv ic e  was in f lu e n c e d  by 
th e  fo u n d e r 's  pre'w.ous ex p erien ce  o f w orking f o r  a  p ro fe s s io n a l  firm  
o f  a c c o u n ta n ts , and th e  c o n s id e ra tio n  th a t  some o f  th e  work undertaken  
b y  such firm s  was to o  h i s t o r i c  and n e g a tiv e  i n  n a tu re , as  th e  p ro d u c tio n  
o f  f in a n c ia l  in fo rm a tio n  a  lo n g  tim e a f t e r  th e  end o f  a  p a r t i c u l a r  
acco u n tin g  p e rio d  l im ite d  th e  amount o f  c o r r e c t iv e  a c tio n  id iich  cou ld  
b e  ta k e n  by management. At a  l a t e r  d a te  management co n su ltan cy  
s e r v ic e s  were added to  th e  accountancy  a c t i v i t i e s .  I n  1963 a  d e c is io n  
was made to  s p e c ia l i s e  e x c lu s iv e ly  a s  management c o n s u lta n ts  to  th e  
m otor t r a d e  i n  th e  U .K ., and f o r  t h i s  pu rpose  a  company was formed in  
J u ly  1963 w ith  o f f ic e s  lo c a te d  i n  T o tn es , De von i. The ccxnpany was 
f in a n c e d  w ith  p e rso n a l c a p i t a l  o f £5,000 p lu s  £5,000 o b ta in ed  from 
D a rtih g to n  H a ll T ru s te e s . The d e c is io n  to  s p e c ia l i s e  was, acco rd in g  
to  th e  founder, alm ost an a c c id e n t b u t i t  was r e a l l y  in f lu e n c e d  by th e  
p re v io u s ly  m entioned p ro fe s s io n a l  e x p e rien c e , a  re c o g n itio n  t h a t  th e  
m otor t r a d e  had a  need f o r  co n su ltan cy  s e r v ic e s  which would in c re a s e  
e f f ic ie n c y ,  and a lso  th e  fo u n d e r 's  g e n e ra l i n t e r e s t  i n  th e  in d u s t r y .
I n  1964 th e  company was r e ta in e d  to  d e s ig n  and launch  a  b u s in e s s  
;nanagement system  to  be used  by  Standard-JPriumph d i s t r i b u to r s  and 
d e a le r s .  S u b seq u en tly  b u s in e s s  managemeit system s were d esigned  f o r  
a n o th e r s i x  v e h ic le  m an u fac tu re rs . I n  a d d itio n  a  number o f c o n su ltan cy  
and le c tu r in g  assignm ents was c a r r ie d  out f o r  th e  same c l i e n t s .  A lso
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i n  1964 th e  company e s ta b lis h e d  a  management c e n tr e  i n  T o tnes to  
o rg a n is e  and run  co u rses  fo r  th e  r e t a i l  m otor t r a d e .  Assignm ents 
were un d ertak en  fo r  th e  Motor A g en ts ' A sso c ia tio n  (MAA), in c lu d in g  
a  w arran ty  in v e s t ig a t io n  and o th e r  r e p o r t s ,  le a d in g  to  th e  com pany's 
appoin tm ent i n  19^7 as th e  approved management c o n su lta n t to  th e  MAA 
and i t s  20,000 members. The com pany's s t a f f  have been speakers  a t  
numerous MAA co n fe ren ces , sem inars and co u rses  and th e s e  have been  
a tte n d e d  by  over 30,000 m otor t r a d e  e x e c u tiv e s . E lsew here sp eak ers  
have been  p rov ided  f o r  co u rses  a rranged  by  o th e r  t r a d e  a s s o c ia t io n s  
and a ls o  by  p ro fe s s io n a l  b o d ie s . The founder h a s  w r i t te n  th r e e  books 
and s ix  b o o k le ts  on management to p ic s  f o r  th e  MAA; had th re e  books on 
accoun tancy  and s to ck  c o n tro l p u b lish ed  by  th e  N a tio n a l Econcxnic 
Development O ffice ; and he has w r i t te n  numerous a r t i c l e s ^  fo r  th e  
m otor t r a d e  p re s s  and s e v e ra l f o r  th e  n a t io n a l  p r e s s .  The company 
p r e s e n t ly  o p e ra te s  from o f f ic e s  i n  B ath , and a l t h o u ^  i t  s t i l l  
p ro v id e s  t r a in in g  and c o n su ltan cy  s e rv ic e s ,  th e r e  i s  now a  f u r th e r  
s p e c ia l i s a t io n  in  o p e ra tin g  an in fo im a tio n , a d v iso ry  and re s e a rc h  
u n i t  f o r  p ro g re s s iv e  f irm s  i n  th e  r e t a i l  m otor t r a d e .  The u n i t  sends 
out in fo rm a tio n , t r a d e  a b s t r a c ts  and r e p o r ts  on c u r re n t  management 
to p ic s  t o  firm s which su b sc rib e  to  th e  s e r v ic e .
The appointm ent o f th e  cong)any a s  th e  ^ p ro v e d  c o n su lta n t to  
th e  MAA was an im p o rtan t f a c to r  in f lu e n c in g  i t s  developm en t, a s  th e  MAA
* As a t 3 1 st December, 1973, th e  combined membership o f  th e  Motor 
A g en ts' A sso c ia t io n  and th e  S c o t t is h  Motor Trade A sso c ia t io n  was 
1 8 ,153  members. S ou rce: Motor Agents’ A ss o c ia t io n  annul rep o rt
1973, p . 24 .
+ T hese a r t i c l e s  have been  p u b lish ed  i n  Motor Management, Motor 
Trade E x ecu tiv e , Body,M otor Trader, A utotrade, Motor In d u stry , 
The Times and The D a ily  T elegrap h .
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re p re s e n te d  garage b u s in e s s e s  ^ o s e  combined tu rn o v e r  th e n  amounted 
to  ap p ro x im ate ly  85 p e r  c e n t ,  o f th e  t r a d e 's  tu rn o v e r  i n  th e  U.K. 
A cco rd ing ly , th e  appointm ent re c e iv e d  c o n s id e ra b le  p re s s  exposure i n  
th e  t r a d e  — p r o v in c ia l ly  and n a t io n a l ly .  A lthough th e  MAA had a  
p r i o r i t y  c la im  on th e  com pany's s e r v ic e s ,  e . g . , co n cern in g  in v e s t i g ­
a t io n s ,  r e s e a rc h  and o p e ra tin g  an in te r - f i r m  com parison scheme, th e  
agreem ent a ls o  enab led  member firm s to  o b ta in  co n su ltan cy  s e rv ic e s  
on payment o f  a  s e p a ra te  fe e .
I n  o rd e r to  p ro v id e  th e  n e ce ssa ry  s e rv ic e s  th e  company 
r e c r u i te d  a  team o f  c o n su lta n ts  w e ll experienced  in  th e  t r a d e .  The 
o rg a n is a t io n  was s t ru c tu re d  a s  fo llo w s;
Management S e rv ic e s  D iv is io n . T his was s ta f f e d  by q u a l i f i e d  
acc o u n ta n ts  experienced  in  i n s t a l l i n g  c l e r i c a l  and acco u n tin g  
system s t o  produce a c c u ra te  m onthly management acco u n ts , and a ls o  by a 
m arket r e s e a rc h  s p e c i a l i s t .  The l a t t e r  was to  u n d e r ta k e  a r e a  su rv ey s  
and to  p re p a re  m ark e tin g  p la n s . As w e ll th e r e  was an i n t e n t i o n  
to  assem ble a  team o f  s p e c i a l i s t s  to  un d ertak e  assignm ents i n  work 
s tu d y , o rg a n is a t io n  and m ethods, b u i ld in g  d e s ig n  and la y o u t .
T ech n ica l S e rv ic e s  D iv is io n . T h is  was s ta f f e d  by e x e c u tiv e s  w ith  
e x te n s iv e  p r a c t i c a l  ex p erien ce  o f th e  r e t a i l  m otor t r a d e .  A lso a  
team o f s a l e s ,  s e r v ic e  and p a r t s  s p e c i a l i s t s  — p re v io u s ly  s e n io r  
e x e c u tiv e s  i n  th e  t r a d e  — was to  be  form ed.
S e le c t io n  and T ra in in g  D iv is io n . T h is  fu n c tio n  was e s ta b l is h e d  to  
a s s i s t  c l i e n t s  w ith  th e  re c ru itm e n t o f s t a f f ,  and to  c o n tro l th e  
a c t i v i t i e s  o f  th e  T o tnes Managenent C entre  which was ru n n in g  th e  
MAA—sponsored  t r a i n i n g  c o u rse s .
* N ea r ly  50 p er c e n t ,  o f  th e  MAA membership in  I 967 were garage  
b u s in e s s e s  © nplpying on average 6 p e r so n s . The m agazine GARAGE, 
6th  January , 1968, s ta te d  th a t  th e r e  were approxim ately  45 ,000  
garage f irm s i n  B r ita in  a t th a t  tim e .
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The agreem ent f o r  th e  p ro v is io n  o f  co n su ltan cy  s e rv ic e s  was 
f o r  a  fo u r^ y ea r p e r io d ,  and i t  h a s  s in c e  been  renew ed. The 
MAA's d e c is io n  to  s e le c t  th e  company was based  on th re e  f a c to r s .  
F i r s t l y ,  a lth o u g h  o th e r  co n su ltan cy  f irm s  were a v a i la b le  to  ad v ise  
com peten tly  on th e  management problem s i n  th e  t r a d e ,  i t  was co n sid ­
ered  th a t  th e  company had more ex ten s iv e  ex p erien ce , and th a t  by  
c h a n n e llin g  t h i s  e x p e rien ce  th rough  th e  MAA to  i t s  members th e  
g r e a te s t  good f o r  th e  g r e a te s t  number would be p ro v id ed . Secondly , 
th e  company had ex p ressed  i t s  w ill in g n e s s  to  ta k e  on a d d i t io n a l  s t a f f  
i n  o rd er to  cope w ith  th e  a n t ic ip a te d  in c re a se d  in  th e  demand f o r  
s e r v ic e s ,  (A t th e  end o f  19^7 th e  company had 15 s t a f f  on i t s  p a y r o l l . )  
T h ird ly , because  th e  company s p e c ia l is e d  e x c lu s iv e ly  in  th e  t r a d e ,  i t  
was apparen t t h a t  th e r e  was no need to  conduct a  b a s ic  in v e s t ig a t io n  
whenever an assignm ent was undertaken  > hence th e  u s e r s  o f th e  s e r v ic e s  
would pay l e s s .  At th e  tim e  th e  fo u n d e r  was r e p o r te d  a s  s a y in g :
# "We a re  convinced  th a t  by s p e c ia l i s in g  e n t i r e ly  i n  th e  
problem s o f th e  garage t r a d e  we can o f f e r  a  f a r  q u ic k e r , 
more e f f e c t iv e  and more economic s e rv ic e  t o  our c l i e n t s .
We f e e l  th e r e  i s  immense scope f o r  p ro v id in g  a  s p e c ia l i s e d  
c o n su lta n c y  s e rv ic e  to  th e  m otor t r a d e  i n  t h i s  co u n try , 
b u t u l t im a te ly  we hope th a t  i t  may be p o s s ib le  to  o p e ra te  
on an in te m a tic o a a l  s c a le ."  *
*
R ep o rted  i n  M o to r T ra d e r , 3 rd  J a n u a ry , I 968.
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The c o n tin u e d  ex p an s io n  o f  th e  company r e s u l t e d  i n  a  n e c e s s a ry  
r e - o r g a n i s a t i o n  in  May 19^9 to  form a  g roup  o f  t h r e e  l im i t e d  com panies 
b a se d  upon th e  d i v e r s i o n a l i s a t i o n  o f  l a t e  1960. A cco rd in g ly , 
Management S e rv ic e s  L im ite d  was headed  by th e  fo u n d e r  and was to  
m a in ta in  i t s  i n t e r e s t  i n  th e  p ro v is io n  o f  management c o n su lta n c y  
s e r v i c e s ,  t o  co -p ro d u ce  p u b l ic a t io n s  w ith  th e  MAA, and to  o p e ra te  
th e  i n t e r - f i r m  com parison  so h en e . S e le c t io n  and T r a in in g  L im ite d  
and T e c h n ic a l S e rv ic e s  L im ite d  w ere headed  by a n o th e r  m anaging d i r e c ­
t o r  -  a  new ly a p p o in te d  o u ts id e  r e c r u i t .  The fo rm er company was s e t  
up to  expand s e r v ic e s  w ith  p a r t i c u l a r  r e f e r e n c e  to  r e s i d e n t i a l  
c o u rs e s  and s t a f f  t r a i n i n g  in  a l l  f i e l d s ,  in c lu d in g  t r a i n i n g  a t  
g a ra g e  p re m is e s . The l a t t e r  was to  p ro v id e  a  f u l l  d e s ig n  s e r v ic e  
to  d e a le r s  c o v e r in g  th e  la y o u t  o f  p re m is e s , i n s t a l l  workshop 
i n c e n t iv e  schem es, and p re s e n t  l e c t u r e s  to  th e  t r a d e .  As a  p a r t  
o f  t h i s  r e - o r g a n i s a t io n  th e  company moved i n t o  new o f f i c e s  lo c a t e d  
i n  B a th .
I n  J u ly  1975 th e  company was a g a in  r e - o r g a n is e d  a s  a  r e s u l t  o f  
th e  fo u n d e r  s e a rc h in g  f o r  an e f f e c t i v e  way o f  p ro v id in g  c o n su lta n c y  
s e r v ic e s  m ore p r o f i t a b l y  -  t h i s  was a c h ie v e d  by in t r o d u c in g  a  
s u b s c r ip t i o n  s e r v ic e  i n  th e  fouQ o f  th e  P r o f i t  Im provem ent U n it .
I n  November o f  th e  same y e a r  th e  company m arked th e  t e n th  
a n n lv e r s a z y  o f  i t s  e s ta b lis h m e n t to  p ro v id e  s e r v ic e s  t o  t h e  m o to r 
t r a d e  by h o ld in g  a  tw o-day  c o n fe re n c e  i n  B a th . At th e  tim e  o f  t h e  
f ie ld w o rk  ( J u ly  1974) th e  company em ployed ab o u t seven  p e o p le  on 
c o n su lta n c y  and a d v iso ry  work, nam ely i n  th e  a r e a s  o f  g e n e ra l  
management c o n su lta n c y , g e n e ra l  and d e p a r tm e n ta l  t r a i n i n g  i n  th e  
m o to r t r a d e ,  f i n a n c i a l  and a c c o u n tin g  s e r v i c e s ,  t e c h n ic a l  c o n s u l t ­
ancy , m o tiv a t io n  and management developm en t, and m a rk e tin g . I n  
a d d i t io n  a  few  a d m in is t r a t io n  s t a f f  w ere ^ p l o y e d ,  e . g . ,  an 
a d m in is t r a t io n  e x e c u tiv e , an a s s i s t a n t  e d i t o r ,  a  l i b r a r i a n  and a  
p r i n t i n g  e x e c u tiv e .
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SERVICES AVAILABLE
The v a r io u s  s e r v ic e s  w hich th e  company o f f e r s  to  f irm s  i n  th e  
m o to r t r a d e  w i l l  be co v ered  in  more d e t a i l  i n  t h i s  s e c t io n .
1 . Management C on su ltan cy  B ecause th e  company s p e c i a l i s e d
i n  one in d u s t r y  management c o n su lta n c y  a ss ig n m e n ts  co u ld  be  
e x e c u te d  p ro m p tly , w ith  th e  c l i e n t  p a y in g  r e a s o n a b le  f e e s .  A ssig n ­
m en ts  w hich r e q u i r e d  th e  p re s e n c e  o f  th e  fo u n d e r  c o s t  th e  c l i e n t  
£100 p e r  day p lu s  e x p en se s , and th e  c o s t  o f  em ploying o th e r  members 
o f  th e  com pany 's c o n su lta n c y  s t a f f  was betw een  £60 and £80 p e r  day 
p lu s  e x p en se s . A ccord ing  to  th e  company th e s e  c o s ts  com pared v e ry  
fa v o u ra b ly  w ith  th o s e  ch arg ed  by o th e r  management c o n su lta n c y  f i r m s .  
F o r  in s t a n c e ,  a  f irm  i n  th e  r e t a i l  m o to r t r a d e  t h a t  em ployed one o f  
t h e  w ell-know n n a t io n a l  c o n su lta n c y  f i rm s  m ig h t w e ll pay £400 p e r  
m onth on th e  b a s i s  o f  a  th re e -m o n th  a ss ig n m e n t. In  co m p ariso n , th e  
company would com plete  a  s im i l a r  a ss ig n m en t i n  ab o u t s i x  days and 
c h a rg e  betw een  £360 and £600. A ssignm ents can be com pleted  more 
q u ic k ly  b e c a u se  th e r e  i s  no n eed  to  s t a r t  a  su rv ey  from s c r a tc h ,  i . e . ,  
t h e  m ain b e n e f i t  o f  s p e c i a l i s a t i o n  i s  an easy  a c c e s s  t o  t h e  r e q u i r e d  
in fo r m a t io n  w hich form s th e  fram ew ork o f  an i n v e s t i g a t i o n .
The ty p e s  o f  management c o n su lta n c y  u n d e r ta k e n  in c lu d e d  th e  
com p reh en siv e  su rv ey  o f  a  b u s in e s s ,  t e c h n i c a l  c o n su lta n c y , th e  
i n t r o d u c t i o n  o f  in c e n t iv e  schem es, th e  g iv in g  o f  g e n e r a l  a d v ic e  t o  
e x e c u t iv e  m anagenent, and e x e c u tiv e  s e l e c t i o n  and a s s o c ia te d  
p ro c e d u re s .
Some a ss ig n m e n ts  a r e  more te c h n ic a l  i n  sco p e , f o r  exam ple, 
t e c h n i c a l  d e s ig n  s e r v ic e s  can  p ro d u ce  a n y th in g  from  a  r e v i s e d  la y o u t  
f o r  e x i s t i n g  p re m ise s , t o  th e  p la n n in g  and d e s ig n  o f  new p re m is e s . 
The fo u n d e r  co n ten d s  t h a t  a l l  to o  o f te n  f irm s  i n  th e  in d u s t r y  in v e s t  
i n  new p re m ise s  on w hich t h e r e  i s  l i t t l e  hope o f  e a rn in g  a  
s a t i s f a c t o r y  r e tu r n .  O ften  th e  o n ly  re q u ire m e n t i s  f o r  a  r e v i s e d  
la y o u t  t o  b r in g  abou t a  m ore e f f e c t i v e  u s e  o f  e x i s t i n g  f a c i l i t i e s .
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I n  t h e  c a s e  o f  d e v e lo p in g  e x i s t i n g  f a c i l i t i e s ,  o r  even d e s ig n in g  
and b u i ld in g  new p re m is e s , th e  n e c e s s a ry  a c t i v i t y  sh o u ld  t h e r e f o r e  
form  p a r t  o f  a  s p e c i f i c  p la n  f o r  g row th .
S e v e ra l  o f  th e  com pany 's c l i e n t s  have  i n  th e  p a s t  ex p erim en ted  
w ith  d i f f e r e n t  ty p e s  o f  in c e n t iv e  schem e. One scheme w hich h as 
p ro v e d  s u c c e s s f u l  i s  a  c o -o p e ra t iv e  i n c e n t iv e  scheme recommended by 
th e  company and u sed  by r e p a i r  f i rm s  i n  th e  i n d u s t r y .  The scheme 
o p e r a te s  w ith  th e  r e p a ir s h o p  m anager d raw in g -u p  a  th re e -m o n th  o b je c t iv e  
i n  l i n e  w ith  th e  an n u a l p r o f i t  p la n ,  w ith  th e  bonus b e in g  p a id  when 
th e  o b je c t iv e  i s  r e a l i s e d .  An a d d i t i o n a l  bonus b a se d  on an a g re ed  
fo rm u la  i s  p a id  when th e  d i r e c t  d e p a r tm e n ta l  p r o f i t  ex ceed s  th e  t a r g e t  
f i g u r e ,  and  when ea rn ed  b o th  b o n uses a r e  p a id  i n  a d d i t io n  to  a  
g u a ra n te e d  w eekly  wage c a lc u la te d  a t  t h e  tim e  o f  in t r o d u c in g  th e  
scheme on th e  b a s i s  o f  av e rag e  e a rn in g s  o v e r  th e  p re v io u s  th r e e  m onths. 
At one tim e  th e  company c a r r i e d  o u t a  su rv e y  o f  c l i e n t s  u s in g  in c e n t iv e  
schem es o f  one k in d  o r  a n o th e r .  I t  was a s c e r t a in e d  t h a t  th e  av e rag e  
d i r e c t  p r o f i t a b i l i t y  p e r  m echanic ran g ed  betw een £1 ,000  and £1 ,600  
p e r  annum, w ith  £2 ,000  p e r  annum b e in g  th e  h ig h e s t  f i g u r e  re c o rd e d .
I n  c o n t r a s t ,  c l i e n t s  w hich d id  n o t o p e r a te  in c e n t iv e  schem es r e tu r n e d  
c o r re sp o n d in g  f ig u r e s  i n  th e  ran g e  £750 to  £900 p e r  annum, w ith  £50 
p e r  annum b e in g  th e  lo w e s t f i g u r e  g iv e n .
The com pany 's s t a f f  g iv e  g e n e ra l  a d v ic e  to  th e  e x e c u tiv e s  o f  
c l i e n t  f i r m s .  I n  r e l a t i o n  to  t h i s  th e  fo u n d e r  m en tio n ed
th a t  th e  d i r e c to r s  and managers o f  many sm all f irm s  become so in v o lv ed
i n  th e  d a y -to -d a y  p r a c t i c a l  work o f  ru n n in g  th e  b u s in e s s , and a lso
w ith  h i s t o r i c a l  p ro b le n -so lv in g , t h a t  to o  l i t t l e  tim e , i f  any a t  a l l ,
i s  a l lo c a te d  to  th e  a c t i v i t y  o f  forw ard p la n n in g . D ire c to rs  sh o u ld
th e r e f o r e  sp end  some tim e  each  y e a r  -  say  a  few  days o r  so -
ta k in g  a  d e tach ed  and c r i t i c a l  lo o k  a t  o p e ra tio n s , o b je c t iv e s  and any
f a c to r s  which m ight have a b e a r in g  on th e  e f f e c t iv e  management o f  th e
f irm .
The e x ec u tiv e  s e le c t io n  s e r v ic e s  o ffe re d  by  th e  company fo llo w  
th e  p ro ced u re  o f  a  c o n su lta n t v i s i t i n g  th e  c l i e n t  f irm  to  meet members
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o f  i t s  m anagement team ; p e rfo rm in g  an im p a r t i a l  a sse ssm e n t o f  th e  
f u tu r e  developm ent o f  th e  b u s in e s s ;  w r i t in g  a  jo b  s p e c i f i c a t i o n  
a f t e r  c a r e f u l  c o n s u l t a t io n  w ith  th e  c l i e n t ;  p r e p a r in g  e f f e c t i v e  
a d v e r t i s i n g  copy and i n s e r t i n g  i t  i n  th e  r i g h t  m edia; sp en d in g  
s u f f i c i e n t  tim e  to  p ro c e s s  a p p l i c a t io n  fo rm s, in te r v ie w in g  c a n d id a te s  
and p r e p a r in g  a  s h o r t - l i s t ;  o b ta in in g  p o s i t i v e  m ed ica l a d v ic e  on f i t n e s s  
f a c t o r s  w hich may a f f e c t  e x e c u tiv e  p e rfo rm an ce; and m a in ta in in g  a  
c lo s e  l i a i s o n  i n  c o n n e c tio n  w ith  th e  f i n a l  s e l e c t i o n .
2. A ccounting Systems The company's founder m a in ta in s  th a t  th e re
a re  s t i l l  to o  many f irm s  in  th e  in d u s try  which o p e ra te  w ith  in ad eq u a te
in fo rm a tio n  on th e  p r o f i t  o r lo s s  o f  o p e ra tio n s  b e in g  c a r r ie d  o u t, and
th a t  no b u s in e s s  can  be run  e f f e c t iv e ly  i f  management acco u n tin g
*
in fo rm a tio n  i s  n o t produced on a  r e g u la r  b a s i s .  Also th e  p ro d u c tio n  
o f  annual f in a n c ia l  accoun ts many months a f t e r  th e  end o f th e  f in a n c ia l  
y e a r  b e n e f i t s  th e  b u s in e s s  on ly  in  re s p e c t o f th e  se tt le m e n t o f ta x  
l i a b i l i t i e s .  A ccord ing ly , th e  canpany su g g es ts  th a t  i n  o rder to  manage 
a  b u s in e s s  i n  th e  in d u s try  e f f e c t iv e ly ,  th e  minimum requ irem en t i s  to  
produce management accoun ts  every  q u a r te r .  However, even though 
th e re  i s  such a  need many sm all firm s i n  th e  in d u s try  do face  problem s 
p re p a r in g  a c c o u n ts . R i ^ t l y  o r wrongly th e  owner may n o t want to  
spend to o  much on c l e r i c a l  s a l a r i e s ,  o r com petent book-keep ing  s t a f f  
may be  d i f f i c u l t  to  r e c r u i t .  Even when com petent s t a f f  a re  employed, 
th e  d a y -to -d a y  p re s s u re s  o f work, i l l n e s s  and o th e r  problem s can o fte n  
slow  down th e  p ro d u c tio n  o f m onthly management acco u n ts . The company 
has ad v ised  c l i e n t s  on ways to  overcome t h i s  problem . For in s ta n c e ,  
some firm s  o f a cco u n tan ts  have se t-u p  management acco u n tin g  s e c t io n s  
t o  h e lp  t h e i r  c l i e n t s  w ith  th e  p ro d u c tio n  o f q u a r te r ly  or m onthly
* A survey  on t h i s  s u b je c t c a r r ie d  out by th e  in d u s t r y 's  L i t t l e  Neddy 
re v e a le d  t h a t  ou t o f th e  70 garages vihich co -o p e ra ted  and s e n t in form ­
a t io n ,  th e re  were only  40 p roducing  some form o f  a n a ly sa b le  a cco u n ts , 
10 g a rag es  produced account t o t a l s  on ly , and 20 produced no s a t i s ­
f a c to ry  acco u n ts  a t  a l l .
R eport on acco u n tin g  s y s te n s  and t h e i r  e f f e c t s  upon p r o f i t a b i l i t y .  
Econcsnic Development Committee f o r  Motor V ehicle  D is t r ib u t io n  and 
R e p a ir . London. HMSO. 1974#
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management acco u n ts . The e x t r a  c o s ts  in c u rre d  can be p a r t l y  o f f s e t  
by  th e  f a c t  th a t  i t  th e n  becomes unnecessary  f o r  th e  acco u n tan t to  
p roduce annual f in a n c ia l  accoun ts i n  th e  t r a d i t i o n a l  fa sh io n ; he 
m erely  combines th e  q u a r te r ly  or m onthly acco u n ts . E lsew here th e re  
a re  v a rio u s  lo c a l  acco u n tin g  machine and computer bu reaux  o f f e r in g  
acco u n tin g  d a ta  p ro c e ss in g  s e r v ic e s .
One com puterised  management acco u n tin g  s e rv ic e  ( in tro d u ce d  
in  1973) was b ased  on a  management a c c o u n tin g  system  dev elo p ed  
by  th e  company in  co n ju n c tio n  w ith  th e  MAA and th e  V eh icle  B u ild e rs  
and R e p a ir e r s ' A sso c ia tio n  (VBRA). The s e rv ic e  i s  s u i ta b le  f o r  
f irm s  o f a l l  s iz e s  i n  th e  in d u s try ,  a l l  ty p e s  o f o p e ra tio n  and 
f r a n c h is e ,  and th e r e  i s  a  'low  c o s t package '  to  s u i t  th e  r e q u ire ­
m ents o f garages em ploying about te n  em ployees. I n  th e  case  o f 
sm all b u s in e s s  f irm s  th e  c o s t o f th e  s e rv ic e  i s  s a id  to  be l e s s  
th a n  th e  m onthly c o s t o f  a  p a r t- t im e  c le r k ,  and th e  o p e ra to rs  claim  
th a t  th e  s e r v ic e  can become o p e ra tio n a l i n  as l i t t l e  as th re e  days.
The f irm  o f f e r in g  t h i s  s e rv ic e  c o n s id e rs  th a t  th e  in fo rm a tio n  
produced can su b seq u en tly  a s s i s t  th e  u se r  idien a d d it io n a l  o u ts id e  
f in a n c e  i s  b e in g  so u g h t. A lso , th e  system  e f f e c t iv e ly  answ ers one 
c r i t i c i s a  o f th e  in d u s t r y  made by th e  founder:
e "Many s e c t io n s  o f  th e  t r a d e  were slow to  adopt management 
acco u n ts , o r  in tro d u ce d  system s which c o n ce n tra te d  on 
f ig u r e s  fo r  th e  sake o f f ig u r e s ,  in s te a d  o f system s 
which h i f l i g h t e d  what th e  f ig u re s  m ean t."
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3 . Model O rg a n is a t io n
As a  r e s u l t  o f  th e  e x p e r ie n c e  g a in e d  by th e  company in  
a d v is in g  c l i e n t s  on p rob lem s co n n ec ted  w ith  th e  o r g a n i s a t i o n a l  
s t r u c t u r e  o f  t h e i r  f i r m s ,  a  model o r g a n is a t i o n a l  form  was 
in tr o d u c e d  i n  1975 to  r e p la c e  th e  t r a d i t i o n a l  g a ra g e  
o r g a n is a t i o n  s t r u c t u r e  w hich o r ig i n a te d  some f i f t y  y e a r s  ago .
The company a d v ise d  c l i e n t s  to  ad o p t th e  new form o f  o r g a n is a t io n  
i n  o rd e r  to  c a n c e l o u t in h e r e n t  in te r - d e p a r tm e n ta l  c o n f l i c t ,  
to  im prove m a rk e tin g , and to  f a c i l i t a t e  th e  employment o f  more 
s p e c i a l i s t  management s k i l l s .
The t r a d i t i o n a l  o rg a n is a tio n  s t r u c tu r e  o f  a  sm all firm  ( e . g . ,  
a  firm  em ploying up to  tw e n ty -f iv e  p e rso n s) o p e ra tin g  in  th e  r e t a i l
m o to r t r a d e  form s P a r t  A o f  I l l u s t r a t i o n  4 .1 ,  o v e r le a f .  The com pany's 
c o n su lta n ts  have in  th e  p a s t  found th a t  t h i s  form o f o rg a n is a tio n  can
fre q u e n tly  le ad  to  form al in te r -d e p a r tm e n ta l  c o n f l i c t ,  much o f i t
n e g a tiv e  and d e s t r u c t iv e  in  n a tu re .  Examples o f  th e  ty p e s  o f c o n f l i c t
betw een d i f f e r e n t  departm ents observed were s a le s  c o n f l ic t in g  w ith
s e rv ic e  over th e  c o n d itio n in g  o f  v e h ic le s ,  s e rv ic e  c o n f l ic t in g  w ith
p a r t s  over th e  a v a i l a b i l i t y  o f rep lacem ent p a r t s ,  fo re c o u r t  c o n f l i c t in g
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I l l u s t r a t i o n  4 .1  : T r a d i t io n a l  and model o rg an isa tio n a il forms o f
th e  sm all firm  o p e ra tin g  in  th e  r e t a i l  motor 
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w ith  o th e r  d ep artm en ts  over th e  in d is c r im in a te  p a rk in g  o f d ep artm en ta l 
v e h ic le s ,  and th e  o f f ic e  c o n f l ic t in g  w ith  o th e r  departm en ts  over th e  
la c k  o f p r i o r i t y  g iv en  to  e s s e n t ia l  d ep a rtm en ta l paperw ork. I n  th e  
m ark e tin g  a re a  th e  t o t a l  e f f o r t  was o f te n  viewed as in e f f e c t iv e  
because d e p a r tm e n ta l is a t io n  le d  to  frag m e n ta tio n  and co n seq u en tly  
th e r e  was no c o -o rd in a tio n  betw een th e  d i f f e r e n t  d ep artm en ts . As a  
r e s u l t  o f d e p a r tm e n ta l is a t io n  each manager needed to  be com petent i n  
m ark e tin g , te c h n ic a l  a sp e c ts , f in a n c e  and a d m in is tra t io n , and 
p e rso n n e l m a t te r s .  However^ i t  i s  o f te n  v e ry  d i f f i c u l t  to  r e c r u i t  
a  manager q u a l i f i e d  i n  a l l  th e se  a re a s .
The *new-look* o r model o rg a n is a t io n  embodied a  s p e c ia l i s a t io n  
i n  th e  a re a s  o f  m ark e tin g , te c h n ic a l  a s p e c ts ,  b u s in e s s  a d m in is tr­
a t io n  and p e rso n n e l management. A co n p ariso n  o f th e  a re a s  o f 
management r e s p o n s ib i l i t y  e x is t in g  i n  th e  two form s o f o rg a n is a tio n  
w i l l  be found i n  I l l u s t r a t i o n  4 .2 , o v e r l e a f .  P a r t  B o f  I l l u s t r a t i o n
4.1  i s  an o u t l in e  o f  th e  model o rg a n is a t io n  adapted  t o  s u i t  th e  
req u irem en ts  o f  th e  sm all firm  in  th e  in d u s t r y .  Assuming th a t  th e  
m an a^n g  d i r e c t o r  abso rbs th e  r e s p o n s ib i l i ty  f o r  m anaging th e  
p e rso n n e l fu n c tio n , th e  above o rg a n is a t io n a l  model n e c e s s i ta te s  
th e  employment o f th r e e  s p e c ia l i s t  m anagers as  opposed  to  
th e  f iv e  d e p a rtm en ta l managers enployed w ith  th e  t r a d i t i o n a l  organ­
i s a t i o n .  The ccxnpany*8 c o n su lta n ts  c o n s id e r  t h a t  th e  ad o p tio n  o f 
t h i s  form o f o rg a n is a t io n  enab les th e  c l i e n t  to  e i th e r  reduce  
ex p en d itu re  on management s a la r ie s  o r spend th e  money saved on 
r e c r u i t i n g  b e t t e r  q u a l i f ie d  m anagers.
4, T ra in in g  S in ce  th e  b eg in n in g  o f 1968 th e  company has ru n
management t r a i n i n g  co u rses  and s e n in à rs  which i n  t o t a l  have covered 
a  wide v a r ie ty  o f  management to p ic s .  Many o f th e s e  c o u rses  have
85.
I l l u s t r a t i o n  4 .2  % A com parison of th e  a re a s  o f management re s p o n s ib il i ty -  
e x is t in g  in  th e  t r a d i t i o n a l  and model o rg a n is a tio n s  
adopted by firm s o p e ra tin g  in  th e  r e t a i l  motor t r a d e , 
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been  sponsored by  th e  MAA and have re c e iv e d  RTITB a p p ro v a l, and a l l  th e  
co u rses  have been  p u b l ic is e d  in  th e  t r a d e  p r e s s .  C ourses have been 
h e ld  a t  d i f f e r e n t  venues th roughout England and S co tland  and a p a r t 
from one-day management sem inars th e  co u rses  were r e s i d e n t i a l  and 
ra n  fo r  two, th r e e ,  fo u r  o r f iv e  days; S in c e  th e  m id d le  o f  19^9 
many c o u rse s , s a n in a r s  and conferences have been h e ld  i n  B ath . A lso 
some co u rses  have been  re p e a te d , e .g . ,  a  s e r i e s  o f fo u r  r e s id e n t i a l  
t r a in in g  c o u rse s  f o r  ex ec u tiv e s  h e ld  i n  B ath  was run  fo u r  t im e s . 
T ra in in g  c o u rses  have covered th e  broad a re a s  o f  g en e ra l management, 
m o tiv a t io n  and  m a rk e tin g .
Many o f  th e  sem inars and courses o ffe re d  by th e  company have 
been d ev ised  i n  c o n s u l ta t io n  w ith  th e  Management T ra in in g  Ccamnittee 
o f th e  MAA and have been  prcxnoted th rough  th e  Membership A c t iv i t i e s  
Department o f  th e  same body. In d iv id u a l a tte n d an c es  have v a r ie d  
acco rd in g  to  th e  ty p e  o f t r a in in g  a c t i v i ty :  f o r  t r a in in g  co u rses
l a s t i n g  s e v e ra l  days a tten d an ce  ranged frcxn 5 to  25 members (av e rag e  
app rox im ate ly  16 members) and th e  a tten d an ce  on th e  s h o r t  co u rses  
ranged  from 35 t o  100 menbers (average  approx im ate ly  60 members).
The company h as  a ls o  been  invo lved  in  th e  p lan n in g  and p re s e n ta t io n  
o f managenent and su p e rv iso ry  t r a in in g  c o u rses  run  by th e  Road 
T ran sp o rt I n d u s t r y  T ra in in g  Board fo r  N o rth e rn  I r e la n d ,  and a ls o
w ith  s h o r t  c o u rs e s  r u n  by th e  M otor Qycle A s s o c ia t io n .  The company 
ju d g ed  t h a t  i n  th e  p e r io d  1968-71 a  l a r g e  number o f  f irm s  w ere 
s u p p o r t in g  c o u rs e s  on  th e  grounds o f  r e c o v e r in g  f e e s  from th e  ITB. 
S in ce  th e n  i t  h a s  b een  found  th a t  p o t e n t i a l  b e n e f i t s  to  be  g a in e d  
from  a t t e n d in g  h av e  been  c o n s id e re d  b e fo re  o th e r  re a s o n s .
85.
5^ M v ic e  on M arketing  A gainst th e  hackground o f  change i n  th e
in d u s t ry  and th e  r a t i o n a l i s a t i o n  o f r e t a i l  d e a le r s h ip s ,  th e r e  has 
been  a  need to  im prove m arke ting  tech n iq u es  and to  a c q u ire  ad v ice  
on changing  a  f r a n c h is e  and on s p e c ia l i s in g  i n  one o f th e  in d u s t r y ’s 
v a rio u s  a c t i v i t i e s ,  e . g . ,  s e r v ic in g  and body r e p a i r in g .  A ccord ing ly  
th e  company o f f e r s  ad v ice  and makes su g g es tio n s  to  c l i e n t s .  In  
a d d it io n  in fo rm a tio n  and motor t r a d e  s t a t i s t i c s  a re  made a v a i l a b le .  
F or example^ an a re a  survey  can be undertaken  to  a ss e s s  m arket 
p o te n t ia l  a g a in s t  th e  c a p a c ity  o f a  c l i e n t ’s b u s in e s s , d ep artm en ta l 
a n a ly se s  can b e  c a r r ie d  out to  a s c e r ta in  th e  s tr e n g th s  and w eaknesses 
o f m ark e tin g , s t a f f  e f f e c t iv e n e s s ,  p r o f i t s  or lo s s e s ,  and f i e l d  
re s e a rc h  can b e  conducted to  a s c e r ta in  cu sto m ers’ o p in io n s  on a  
c l i e n t ’s b u s in e s s  and i t s  c o m p e tito rs .
5 , S u b sc r ip tio n  S e rv ic e s  I n  1970 th e  company s tu d ie d  th e  r e q u i r e ­
m ents o f e x e c u tiv e s  w orking fo r  p ro g re s s iv e  f iim s  i n  th e  in d u s t r y .  As 
a  r e s u l t  c e r t a i n  need s  were i d e n t i f i e d ,  namely:
(a )  The a v a i l a b i l i t y  o f independent and o b je c t iv e  gu idance on f u tu r e  
tr e n d s  i n  t h e  in d u s try ,  w ith  p a r t i c u l a r  re fe re n c e  t o  th e  c o rp o ra te  
o b je c t iv e s  o f  in d iv id u a l  f irm s .
(b) A ccess to  s p e c i a l i s t  a d v ise rs  capab le  o f  ap p ly in g  t h e i r  knowledge 
t o  th e  p roblem s o f th e  in d u s t ry  i n  a  p r a c t i c a l  fa s h io n .
(c )  R ece iv in g  in fo rm a tio n  to  a s s i s t  d e c is io n - ta k in g .
(d ) F a c i l i t i e s  f o r  e x ec u tiv e  c o u n se ll in g .
The company co n sid e re d  th a t  th e  above s e rv ic e s  cou ld  be p ro v id ed  a t  
a  re a so n a b le  c o s t  i f  a  number o f firm s  jo in e d  a  s u b s c r ip t io n  s e r v ic e .
A cco rd in g ly  such a  s e rv ic e  was launched i n  A p ril 1971 i n  th e  
form o f a  P r o f i t  Improvement U nit (P IU ): membership s u b s c r ip t io n s  a t
th a t  tim e  ran g ed  frcxn £300 to  £1,000 p . a . ,  acco rd in g  to  th e  s iz e  o f
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th e  member f irm . On j o in in g ,  th e  f irm  r e c e iv e s  a  v i s i t  from  a 
c o n s u l t a n t  f o r  th e  p u rp o se  o f  c a r ry in g  o u t a  d e t a i l e d  s tu d y  
c o v e r in g  such  to p ic s  a s  th e  supp ly  o f  new v e h ic l e s ,  th e  e x i s t i n g  
u s e  o f  p re m ise s  and th e  sp ace  a v a i l a b le  f o r  f u tu r e  developm en t, 
e x i s t i n g  p r o f i t  m a rg a in s , th e  u se  o f  c a p i t a l  em ployed, an a p p r a is a l  
o f  th e  e x i s t i n g  o r g a n i s a t i o n  s t r u c tu r e  and s t a f f  em ployed, and 
l a s t l y  th e  developm ent o f  th e  o r g a n is a t io n  i n  te rm s  o f  any p lan n ed  
in c r e a s e  i n  tu rn o v e r .
The o th e r  s e r v ic e s  a v a i l a b le  from  th e  PIU in c lu d e ,  f i r s t l y ,  
a c c e s s  to  th e  com pany 's c o n s u l ta n ts  (by te le p h o n e , l e t t e r  o r  
p e r s o n a l  v i s i t )  w henever a  member n eed s  a d v ic e  on management 
p ro b le m s; s e c o n d ly , a  tw ic e - y e a r ly  v i s i t  from  a  c o n s u l ta n t  f o r  
th e  p u rp o se  o f  a d v is in g  on g e n e ra l  management p ro b le n s ;  t h i r d l y ,  
p a r t i c i p a t i o n  i n  'm o n th ly  s u r g e r i e s '  l a s t i n g  f o r  one day and 
u s u a l ly  c o n s i s t in g  o f  an open s e s s io n  w here v i s i t i n g  e x e c u tiv e s  
d is c u s s  p rob lem s o f  m u tu a l i n t e r e s t  w ith  a  team  o f  c o n s u l t a n t s ,  
and i n d i v i d u a l / p r i v a t e  d is c u s s io n s  on p a r t i c u l a r  p rob lem s w ith  
a  c o n s u l ta n t  q u a l i f i e d  i n  an a p p r o p r ia te  d i s c i p l i n e  ♦; and 
f o u r th ly ,  th e  p u b l i c a t io n  o f  in fo rm a tio n  s h e e t s ,  a b s t r a c t s ,  
s t a t i s t i c s  and r e p o r t s  on v a r io u s  s u b je c t s  r e l a t e d  to  th e  
i n d u s t r y .  +
* The ’m o n th ly  s u rg e r ie s *  w ere h e ld  i n  B ath  and a t  c e r t a i n  
r e g io n a l  c e n t r e s .  The c o n s u l ta n ts  a t te n d in g  s p e c i a l i s e d  
i n  a r e a s  su ch  a s  s a l e s ,  s e r v ic e ,  p a r t s ,  f o r e c o u r t ,  f in a n c é ,  
g e n e r a l  m anagem ent, m a rk e tin g , a d v e r t i s i n g ,  p u b l ic  r e l a t i o n s  
and i n d u s t r i a l  r e l a t i o n s .
+ I n  Ju n e  1974 th e  P r o f i t  Improvement U n it h ad  ab o u t 5OO members. 
In  a d d i t io n ,  a n o th e r  100 f irm s  s u b s c r ib e d  e i t h e r  to  th e  w eekly 
a b s t r a c t  s e r v ic e  ( c o s t  : £42 .50  p . a . )  o r  to  th e  w eekly r e p o r t  
s e r v ic e  ( c o s t  s £ 8 2 .50  p . a . ) .
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MARKETING SERVICES
I n  th e  p a s t  th e  company fa c e d  a number o f  p rob lem s c o n n ec te d  
w ith  th e  p r o v i s io n  o f  s e r v ic e s  to  th e  s m a l le r  f irm  s e c t o r  o f  th e  
i n d u s t r y ,  nam ely , r e c o v e r in g  o p e r a t in g  c o s t s ,  r e c r u i t i n g  and 
r e t a i n i n g  q u a l i f i e d  s t a f f ,  t a c k l in g  th e  management p rob lem s o f  g a ra g e s  
ru n n in g  s e v e r a l  d i f f e r e n t  a c t i v i t i e s ,  p e r s u a d in g  f irm s  i n  n e ed  o f  
o u ts id e  h e lp  to  a c c e p t a d v ic e , e x p o sin g  w eaknesses i n  c l i e n t  f i r m s ,  
and a b s o rb in g  th e  d a y - to -d a y  p r e s s u r e s  o f  p ro v id in g  s e r v i c e s .
On th e  s u b je c t  o f  r e c o v e r in g  o p e r a t in g  c o s t s  th e  fo u n d e r  commented 
t h a t  s e r v i c in g  th e  n eed s  o f  sm a ll f irm s  was o f t e n  uneconom ic a s  f e e s  
b a se d  on a c t u a l  c o s ts  w ere to o  h ig h  f o r  th e  sm a ll f irm  c l i e n t  t o  b e a r .  
T h e re fo re  a  d e c is io n  was made to  s p e c i a l i s e  f u r t h e r  by o f f e r i n g  
s u b s c r ip t i o n  s e r v ic e s  to  a  l a r g e r  number o f  c l i e n t s .  * The 
r e c r u i tm e n t  and  r e t e n t i o n  o f  q u a l i f i e d  management c o n s u l t a n t s  p ro v ed  to  
be d i f f i c u l t  b e c a u se  a  c o n s u l ta n t  from  a  l a r g e  management c o n su lta n c y  
p r a c t i c e ,  a l t h o u ^  an e x p e r t  i n  a  chosen  f i e l d ,  te n d e d  to  be  i n e f f e c t i v e  
when c l e a r l y  d e f in e d  p ro c e d u re s  c o u ld  n o t  b e  fo llo w e d . U n lik e  a  
l a r g e  f irm  o f  c o n s u l t a n ts  th e  company c o u ld  n o t  a f f o r d  to  ru n  i t s  
own t r a i n i n g  schem es f o r  new r e c r u i t s .  The fo rm e r w ould t r a i n  th e  
new r e c r u i t  on o p e r a t in g  p ro e d u re s  f o r  ab o u t s i x  m onths and th e n  
e x p e r ie n c e  w ould  be g a in e d  o v e r  a  f u r t h e r  s i x  m onths w o rk in g  a s  an 
a s s i s t a n t  t o  a  c o n s u l ta n t  u n d e r ta k in g  a s s ig n m e n ts . T h e r e a f t e r  th e  
new ly t r a i n e d  c o n s u l ta n t  would b e  e x p ec te d  to  be  h ig h ly  p ro d u c t iv e  
f o r  two y e a r s ,  w ith  a n t i c i p a t e d  p e rfo rm an ce  d e c l in in g  i n  th e  t h i r d  y eax  
o f  a ss ig n m e n t w ork.
e "Thus t h e  a v e ra g e  l i f e  o f  a  c o n s u l ta n t  i s  ab o u t
t h r e e  y e a r s .  My re q u ire m e n t i s  f o r  im m ed ia te  p r o d u c t iv i ty  
and s u r v iv a l  a f t e r  b e in g  th ro w n -in  a t  th e  d eep -en d . We 
c a n n o t a b so rb  t r a i n i n g  c o s ts  l i k e  t h e  b ig  f irm s  o f  
m anagem ent c o n s u l t a n t s .  "
The company c o n s id e r s  t h a t  many f i rm s  o p e r a t in g  i n  th e  m o to r 
t r a d e  have  a  v a r i e t y  o f  management p rob lem s -  u s u a l l y  co n ce rn ed  w ith  
e f f e c t i n g  managem ent c o n t r o l  -  b ecau se  i t  i s  n o t  uncommon f o r  f irm s
* The fo u n d e r  a l s o  s t a t e d  t h a t  o v e rh ead  re c o v e ry  was th e  m ain  re a so n  
f o r  l a r g e  management c o n su lta n c y  f irm s  n o t  p r o v id in g  s e r v iv e s  to  
t h e  sm a ll f i rm  s e c to r  a t  f e e s  w hich c l i e n t s  c o u ld  r e a l l y  a f f o r d  
t o  pay .
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to  c o n s i s t  o f  s i x  o r  seven  d i f f e r e n t  b u s in e s s e s .  T y p ic a l ly  th e  
p a r ts  c o n s t i t u t in g  th e  w hole are th e  m arketing o f  new and second-hand  
v e h ic le s ,  sp are p a r ts ,  a c c e s s o r ie s ,  p e tr o l;  th e  te c h n ic a l  op era tion  
o f s e r v ic in g ,  r e p a ir in g  and car body rep a ir ; and a ls o ,  th e r e  may 
be a c o n tr a c t -h ir e  b u s in e ss  and a h ire -p u rch a se  scheme. I f  se v e r a l 
o f th e s e  d i f f e r e n t  a c t i v i t i e s  are ca rr ied  on in s id e  one firm  th ere  
are u s u a lly ,  a cco rd in g  to  th e  ex p erien ce  gained  by th e  ccanpany's 
c o n s u lta n ts , e x te n s iv e  problems e x i s t in g  in  th e  m arketing and manage­
ment a ccou n tin g  a r e a s .
R eg a rd in g  p e rsu ad in g  firm s in  need o f o u ts id e  h e lp  to  
accep t ad v ice  th e  founder made th e  fo llo w in g  comment;
•  "Many managers in  sm all firm s tend t o  r e j e c t  or 
ig n o r e  a  g rea t d ea l o f  v a lu a b le  a d v ice ."
F urther, th e y  c o n s id e r  th a t t h e ir  own sm all firm s have unique  
c h a r a c t e r is t ic s  and problem s, th a t th e  co n su lta n t o f f e r in g  ad v ice  
does n ot understand th e  problems o f  d ir e c t in g  and managing a sm all
f irm , and t h a t  th e  a d v ice  i s  on ly  a p p l ic a b le  to  m ed ium -sized  
and la r g e  f i r m s .
E xposing  w eaknesses i n  c l i e n t  f irm s  needed  a ' s o f t - s e l l * ,  
e s p e c ia l l y  when a  m anaging d i r e c t o r  was p re s e n te d  w ith  an 
o b je c t iv e  and c r i t i c a l  a ssessm en t o f  c u r r e n t  o p e ra t io n s .
The company a c q u ire d  new b u s in e s s  from i t s  r e p u ta t io n  
in  th e  m o to r t r a d e s  and i ro n  recom m endations g iv e n  by p a s t
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c l i e n t s ,  PIU members and su b scr ib ers , and by e x p lo i t in g  c o n ta c ts  
made w ith  e x e c u t iv e s  and managers from firm s in  th e  in d u str y  atten d ­
in g  t r a in in g  c o u r se s , sem inars and c o n fere n c es . Management 
co u rses  and o th er  a s s o c ia te d  a c t i v i t i e s  were promoted by th e  MAA 
through i t s  Membership A c t iv i t i e s  Department. As th e  
company was th e  approved co n su lta n t to  th e  MAA management co n su lta n cy  
and a d v iso ry  s e r v ic e s  were a ls o  promoted by  th e  Membership A c t iv i t i e s
D epartm ent. In  a d d it io n  to  th e  p r e s s  co v era g e  o b ta in e d
through th e  MAA^  th e  company used i t s  own p re ss  agency to  n o t i f y  th e
market about s e r v ic e s  a v a ila b le ,  new s e r v ic e s  o f fe r e d , t r a in in g
co u rses , sem inars and co n feren ces  to  b e  h e ld  in  th e  fu tu r e , and
d e t a i l s  o f  new r e se a r c h  r e p o r ts  and o th er  p u b lic a t io n s  a v a i la b le .
T h e r e fo r e   ^ th e  company re c e iv e d  e x te n s iv e  coverage in  th e  tra d e
p r e s s , and from tim e t o  tim e coverage a t b o th  r e g io n a l and n a t io n a l
l e v e l .  L a s t ly  new s e r v ic e s  and a c t i v i t i e s  were a ls o  prom oted  
*
through  th e  PIU.
The c h a r a c t e r i s t ic s  o f  th e  company’ s c l i e n t s  were d escr ib ed  
by th e  founder as " th e more p r o g r e ss iv e  firm , th e  more i n t e l l i g e n t  
businessm an and th e  more p r o fe s s io n a l d irector" *  Moreover, i t  was 
apparent th a t  " the same fa c e s  tended to  reappear a t management 
t r a in in g  co u r se s  ". The v ery  e a r ly  d e c is io n  t o  s p e c ia l i s e  in  th e  
motor tra d e  had a  p o s i t i v e  in f lu e n c e  on th e  growth and developm ent 
o f th e  company. However, th e  d i f f i c u l t y  o f  r e c r u it in g  and r e ta in in g  
co n su lta n cy  s t a f f  ca p a b le  o f  s e r v ic in g  th e  requirem ents o f  sm a lle r  
firm s proved t o  b e  a  c o n s tr a in t .  S p e c ia l is a t io n  enabled th e  company
* The company v^as a ls o  l i s t e d  in  trad e d ir e c t o r ie s ,  e t c . ,  sen t
r e p r e s e n ta t iv e s  t o  th e  Motor Show, n o t i f i e d  Small Firms In form ation
C en tres about th e  s e r v ic e s  a v a i la b le .  At one tim e d ir e c t  m a il in g  
had been  u se d  u n s u c c e s s f u l ly  to  prom ote t r a in in g  c o u r s e s .
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t o  op erate w ith ou t fa c in g  any d ir e c t  co m p etitio n , a lthough  com p etitio n  
appeared from tim e to  tim e in  th e  f i e l d  o f  m arketing management t r a in ­
in g  co u rses , but h ere , and in  th e  words o f  th e  founder, " com petitors  
seemed to  ccxne and g o ".
The u su a l reason s why th e  company’s  c l i e n t s  stopped  u s in g  th e  
a v a ila b le  s e r v ic e s  were th e  in c id e n c e  o f  t r o u b le - f r e e  o p era tio n s , 
th e  im plem entation  o f  management con su lta n cy  recommendations and 
a d v ice , th e  developm ent o f  a c a p a b il i t y  t o  s o lv e  management problem s 
on an in te r n a l  b a s is   ^ and th e  in te r n a l p r o v is io n  o f  management 
s e r v ic e s .  The f o l lo w in g  g e n e r a l comment was a ls o  made:
•  "In g en era l p r o g r e ss iv e  sm all firm s fa c e  few
d i f f i c u l t i e s  in  id e n t i f y in g  and s e le c t in g  an o u ts id e  
o r g a n isa tio n  from which s e r v ic e s  are req u ired . The 
main problem i s  concerned w ith  g e t t in g  through to
sm a ll f ir m s  w hich have a r e a l  n eed  f o r  o u t s id e  h e lp .  "
On many o c c a s io n s  th e  fo u n d e r  h as  s t a t e d  t h a t  th e  p ro d u c tio n  
o f  m onth ly  management a c c o u n tin g  in fo rm a tio n  i s  c r u c ia l  b o th  
to  th e  s u r v iv a l  and s u c c e s s fu l  g row th  o f  a  sm all f irm . In  
c a se s  v/here th e  owners o f  sm all f irm s  in  th e  t r a d e  say th a t  
th e  c o s t  o f  a  b o o k -k eep e r canno t be a f fo rd e d  -  th e  a d m in is t r a t io n  
i s  u s u a l ly  done by th e  owner o r  h i s  w ife  i n  th e  ev en in g s  o r  
a t  weelv-ends -  th e  fo u n d e r h as  a rg u ed  a lo n g  th e  fo llo w in g  
l i n e s :
9 1 .
" I  have  p ro v ed  th a t  th ey  would be b e t t e r  o f f  
p a y in g  wages o u t to  a b o o k -k e e p e r to  e n su re  
t h a t  th e  re c o rd s  a re  k e p t a c c u r a te ly .  In  
th e  c a se  o f  more th an  one sm all f i im  i t  h as  
b een  p o s s ib le  to  in c r e a s e  p r o f i t s  f o u r f o ld  
by th e  s im p le  e x p ed ie n t o f  a c c u r a te  b o o k -k e e p in g ,"
( J u ly  1974)
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C H A P T E R  5 
CASE REPORTS ON USERS
5 .1  CASE REPORT U /l 
ORGANISATION
The su b je c t  o f  t h i s  ca se  rep ort i s  a p r iv a te  l im ite d  company- 
o p era tin g  i n  th e  r e t a i l  motor tr a d e . The f in n  i s  lo c a te d  i n  th e  
M idlands and was e s ta b lis h e d  by the managing d ir e c to r  e a r ly  in  196I 
when he was 24 y ea rs  o ld . P r io r  to  th a t  th e  managing d ir e c to r  had 
gained  r e le v a n t  tra d e  exp er ien ce  ais a r e s u l t  o f  working fo r  Lucas 
and th e r e a f te r  managing some o f th e  motor r a l ly in g  in t e r e s t s  o f  th e  
Dunlop Company. The reason s fo r  s e t t in g -u p  th e  firm  were to  
a ch iev e  th e  independence surrounding th e  ownership and managenent 
o f  a  garage b u s in e s s ,  to  app ly  know ledge o f  m ech a n ica l e n g in e e r ­
in g  and to  b u ild  on th e  exp erien ce  p r e v io u s ly  gained  i n  th e  tr a d e ,  
and to  p r o v id e  th e  m ech a n ica l e n g in e e r in g  and s e r v ic in g  f a c i l i t i e s  
needed in  th e  p u r su it  o f  an o u ts id e  in t e r e s t  in  motor car  r a l ly in g .
The i n i t i a l  a c t i v i t i e s  o f  th e  firm  in c lu d ed  a B r i t i s h  Motor 
C orporation r e t a i l  d e a le r sh ip  fo r  M orris c a r s , s e l l i n g  good q u a lity  
second-hand c a r s , s e r v ic in g  and r e p a ir s  and fo rec o u r t s a l e s .  The 
number o f  em ployees was te n , c o n s is t in g  o f  th e  managing d ir e c to r ,  
s a le s  manager, s e r v ic e  manager, car salesm an, fou r m echanics, a  
fo rec o u r t a tten d a n t and a c le r k  The s a le s  turnover fo r  th e  f i r s t  
e ig h t  months was £26 ,0 0 0  and th e  se iles  tu rn over fo r  1962 was 
£ 1 1 7 ,0 0 0 . Apart from a  few  sh a res  h e ld  by th e  form er s a l e s  d ir e c t o r ,  
th e  vepy g r e a t  m a jo r ity  w ere h e ld  by th e  m anaging d ir e c t o r  and h i s  
w if e .  .
The c u r re n t  a c t i v i t i e s  (Septem ber 1974) c o n s is te d  o f a  C itro& i 
d e a le r s h ip ,  r e p a i r s ,  s e rv ic in g  and lu b r ic a t io n  fo r  C itro e n  c a r s ,  
su p p ly in g  sp a re  p a r t s  f o r  C itro ë n  c a r s ,  r e - s e l l i n g  b e t t e r  q u a l i ty
t r a d e - in  c a r s  and a l im it e d  fo r e c o u r t  o p e r a t io n  w hich  was u sed  
m ainly  by th e  f ir m . The B r i t is h  Leyland Motor C orporation  d e a le r sh ip
95 .
f o r  M orris c a r s  was re l in q u is h e d  i n  1971 and acco rd in g  to  th e  
managing d i r e c t o r  th e  change occu rred  "because of a  g en e ra l d i s ­
s a t i s f a c t i o n  w ith  BLMC m arke ting  p o l i c i e s .  The C itro ë n  d e a le rs h ip  
was a cq u ired  "because i t  was co n sid ered  th a t  t h e i r  range o f  c a r s  was 
"b etter d e s ig n e d , en g ineered  and c o n s tru c te d , e s p e c ia l ly  th e  en g in es . 
I n  a d d it io n  to  th e  d e a le r s h ip  th e  firm  became a  d i s t r i b u t o r  o f 
C itro ë n  sp a re  p a r t s  w ith  a  s to ck h o ld in g  o f app rox im ate ly  4,000 
in d iv id u a l  i te m s . The f i r m ’s fo re c o u r t  a c t i v i t i e s  d e c lin e d  because  
o f nearby  c o m p e titio n  and r e - r o u t in g  o f t r a f f i c .  I n  1973 th e  f i r m ’s 
th roughpu t o f  new C itro ë n  c a rs  was 284 u n i ts :  t h i s  f ig u r e  compared
very  fa v o u ra b ly  w ith  th e  U.K. n a t io n a l  average fo r  C itro ë n  d e a le r s  
which was 122 u n i t s .  D e ta i ls  o f th e  f i r m ’s s a le s  tu rn o v e r and 
numbers employed over th e  p e rio d  review ed -  th e  p rev io u s  th re e  y e a rs  • 
w il l  be found i n  T ab le  5 .1 ,  below .
TABLE 5 .1 : D e ta i l s  o f  S a le s  T urnover and Numbers Employed
1970-1973, Case R eport U /l .




31 s t  M arch, 1970 285 16
31st M arch, 1971 321 16
31st M arch, 1972 367 16
30 th  Septem ber, 1973 513 16
94.
The film  had a t r a d i t i o n a l  o rg a n is a tio n  s t r u c tu r e  and in  
a d d it io n  to  th e  managing d i r e c to r  employed a s a le s  d i r e c to r  
( c o n t r o l l in g  th e  a c t i v i t i e s  o f one Salesm an), s e rv ic e  manager 
( c o n t r o l l in g  fo u r  m echanics and th re e  a p p re n t ic e s ) ,  s to re s  manager 
( c o n t r o l l in g  a  p a r ts -m a n ) , two a d m in is tra tiv e  s t a f f  and two p a r t -  
tim e  m aintenance s t a f f ,  th e r e f o r e  th e  firm  employed s ix te e n  s t a f f  
i n  1974 b u t s h o r t ly  b e fo re  th e  f i e l d  v i s i t  (Septem ber 1974) th e  
s a le s  d i r e c to r  l e f t  th e  firm  and was n o t to  be re p la c e d .
O U T S ID E  S E R V IC E S  USED
O u ts id e  s e r v ic e s  had  been  o b ta in e d  from th e  fo l lo w in g  ty p e s  
o f  o r g a n is a t io n :
•  management c o n s u l ta n ts  -  su rv ey  r e p o r t  only
•  com puter b u re a u  -  m onth ly  management a cc o u n ts
•  p r o v id e r  O S F /2 -  a  number w ere o b ta in e d  from  t h i s  so u rc e
•  p r a c t i s i n g  a c c o u n ta n ts  -  management a c c o u n tin g
• s o l i c i t o r  -  g e n e r a l  l e g a l  s e r v ic e s
• RPITB -  s t a t u t o r y  t r a i n i n g  s e r v ic e s  on ly
•  c l e a r in g  bank -  g e n e ra l  a d v ic e  from a bank m anager
C oncerning th e  firm  o f  management c o n su lta n ts  th e  m anaging 
d i r e c to r  made th e  fo llo w in g  comment:
•  "True to  t h e i r  r e p u ta t io n  th e  approach was v e ry  s l i c k  and 
h i^ -p o w e re d . A lthough th e  o u t l in e  p ro p o sa ls  were ex trem ely  
good t h e i r  s e l l i n g  technicjue made i t  obvious t h a t  th e y  were 
k een ly  i n t e r e s t e d  i n  g e t t in g  tw elve  hundred pounds in  
c o n s u lt in g  f e e s .  At one tim e I  spoke over th e  te lep h o n e  to  
one o f  t h e i r  s e n io r  c o n su lta n ts  i n  London -  he was an 
American -  and i t  came over c le a r ly  th a t  he knew th e  garage
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t r a d e  i n s id e  o u t .  Anyway, I  managed to  g e t  what I  w anted from 
them w ith o u t h a v in g  to  pay a f e e :  I  to o k  th e  c o n s u l t a n t s  ou t 
t o  d in n e r  and from  what I  le a r n e d , to g e th e r  w ith  th e  o u t l in e  
p ro p o s a ls ,  i t  was p o s s ib le  to  p u t i n t o  p r a c t i c e  what th e y  had 
been  t a l k i n g  a b o u t ,"
M onthly management a cc o u n ts  w ere p re p a re d  w ith  th e  a id  o f  
a  com puter b u re a u  o f f e r in g  s e r v ic e s  b a sed  on th e  management a c c o u n t­
in g  system  d ev e lo p ed  by OSP/2, The f irm  was one o f  th e  f i r s t  to  
u s e  t h i s  s e r v ic e  and i t  c o s t  about £40 p e r  m onth.
The b u lk  o f  th e  o u ts id e  s e r v ic e s  had been  o b ta in e d  from OSP/2, 
and th e s e  a r e  d e s c r ib e d  below .
R e c a l l in g  th e  e a r ly  h i s to r y  o f  th e  f irm , th e  m anaging d i r e c t o r  
rem arked  t h a t  even though  v e iy  l im i t e d  management a c c o u n tin g  
in fo im a tio n  was p roduced  i t  was a p p a re n t where lo s s e s  w ere b e in g  
made. As a r e s u l t  he  d ev o ted  a l l  h i s  a t t e n t i o n  to  d e v e lo p in g  
th e  b u s in e s s ,  and by c u r t a i l i n g  th e  m o to r c a r  r a l l y i n g  a c t i v i t i e s  
sm a ll p r o f i t s  w ere e v e n tu a lly  made. In  1967 a management 
t r a i n i n g  c o u rs e  ru n  by OSF/2 was a t te n d e d ,*  A f te r  b e in g  im p re sse d  
w ith  th e  p ro b le m -s o lv in g  approach  d is p la y e d  by th e  c o n s u l t a n t s ,  i t  
was d e c id e d  to  o b ta in  c o n su lta n c y  s e r v ic e s  in  r e l a t i o n  to  th e  
i n s t a l l a t i o n  o f  a  management a c c o u n tin g  system . S in ce  th e n  th e  
f irm  has m a in ta in e d  a f a i r l y  c lo s e  c o n ta c t  w ith  OSp/2, e , g , , th e  
m anaging d i r e c t o r  h a s  a tte n d e d  many t r a i n i n g  c o u rse s  and s e m in a rs .
Management c o n su lta n c y  s e r v ic e s  w ere a ls o  u sed  in  c o n n e c tio n  
w ith  th e  f i r m ’ s change o v e r from a  M o rris  to  a C itro e n  d e a le r s h ip .  
W ith th e  BnC d e a le r s h ip  th e  f irm  r e c e iv e d  a good d e l iv e r y  s e r v ic e  
f o r  sp a re  p a r t s  a s  th e  supp ly  c e n t r e  was f a i r l y  n e a r ,  However, 
t h e  a c q u i s i t i o n  o f  th e  C itro e n  d e a le r s h ip  e n ta i l e d  s e t t i n g  up a 
s p a re s  d e p a r tm e n t. A cco rd in g ly , a d v ic e  was needed  on th e  a d o p tio n  
and o p e ra t io n  o f  a  s u i t a b l e  s to c k  c o n tro l  system .
* 7The f i im  was n o t  a  member o f th e  M otor Agents A s s o c ia t io n ,
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The f irm  a ls o  jo in e d  th e  P r o f i t  Im provem ent U n it (P IU ), 
p a y in g  an an n u a l s u b s c r ip t io n  o f  ab o u t £500. Some su c c e ss  was 
c la im ed  w ith  im p lem en tin g  id e a s  and s u g g e s t io n s  em anating  from 
th e  PIU. F o r in s ta n c e ,  a  scheme was in tr o d u c e d  i n  1974 to  
im prove c a r  s e r v ic in g  and f a u l t  r e c t i f i c a t i o n  on new c a r s .
BENEFITS OBTAINED
The m ain b e n e f i t s  o b ta in e d  from u s in g  o u ts id e  s e r v ic e s  
w ere f i r s t l y  a  s t r e n g th e n in g  in  th e  f i n a n c i a l  management and 
a d m in is t r a t io n  a r e a  -  r e l a t e d  c h ie f ly  to  th e  i n s t a l l a t i o n  o f 
management a c c o u n tin g  and s to c k  c o n t r o l  system s -  and seco n d ly  
r e c e iv in g  in fo rm a t io n  and g e n e ra l  a d v ic e  c o n s id e re d  h e lp f u l  in  
ru n n in g  th e  b u s in e s s .
The m anaging  d i r e c t o r  made some g e n e r a l  comments on th e  
b e n e f i t s  r e c e iv e d  and th e s e  a re  s e t  o u t below :
# " I  am s i t t i n g  h e re  t a l k i n g  to  you now b ecau se  
i n  th e  p a s t  I  have re c e iv e d  some v e ry  good 
a d v ic e . A lso I  am f a i r l y  c e r t a in  t h a t  i f  t h i s  
a d v ic e  had n o t  been re c e iv e d  th e  f irm  would 
h ave  gone b an k ru p t y e a r s  ago . On th e  o th e r  
hand i f  a l l  th e  s u g g e s tio n s  r e c e iv e d  had  been 
p u t i n t o  p r a c t i c e ,  th e n  a g a in  I  would n o t  be 
s i t t i n g  h e re  -  I  would be  ab ro ad  on a  lo n g  
w in te r  h o l id a y ."
•  "A lthough  th e  c o n su lta n c y  s e r v ic e s  d id  n o t 
in f lu e n c e  th e  f i n a l  d e c is io n  to  change 
f r a n c h i s e s ,  what th ey  d id  do was to  maJce th e  
p la n n in g  p ro c e d u re s  more e f f e c t i v e .  The change 
o f  f r a n c h is e  e n ta i l e d  c o n s id e ra b le  e x p e n d itu re  
and th e  p r o f e s s io n a l  a d v ic e  re c e iv e d  encouraged  
me to  a s s e s s  th e  s i t u a t i o n - a c c u r a t e l y , as  i t  
was one th in g  to  make a p r o f i t ,  b u t a n o th e r  to  
e n su re  t h a t  t)ie  u r o f i t  was s u f f i c i e n t  to  earn
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an a d e q u a te  r e tu r n  on th e  c a p i t a l  em ployed.
T h e re  i s  no q u e s t io n  o f  th e  c o n s u l ta n ts  d o in g  
th e  work f o r  you b e ca u se  i t  i s  up to  you to  
a p p ly  t h e i r  a d v ic e  and s o lv e  y o u r  own p a r t i c u l a r  
p ro b le m s . The c o s t  o f  c o n su lta n c y  s e r v ic e s  i s  
an in v e s tm e n t r a t h e r  th a n  an ex p en se , and i f  I  
do n o t  g e t  f u l l  v a lu e  from i t  th e n  i t  i s  my own 
f a u l t . "
•  "By s u b s c r ib in g  to  a  c o n su lta n c y  s e r v ic e  we
h a v e  so m eth in g  to  s e t  th e  p ace  and g e t  u s  g o in g  
and i t  s to p s  u s  from  b e in g  smug and c o m p la c e n t."
•  "He ( t h e  fo u n d e r  o f  OSP/2) i s  a v a i l a b l e  when
i t  i s  n e c e s s a ry  to  t a l k  to  someone ab o u t manage­
m ent p ro b le m s ."
INFLUENCE OF OUTSIDE SERVICES ON GROmE
The o u ts id e  s e r v ic e s  v/hich had been  o b ta in e d  from  OSF/2 
w ere th o u g h t by th e  m anaging d i r e c t o r  to  have in f lu e n c e d  th e  
g row th  and developm ent o f  h i s  b u s in e s s .  However i t  was c la im ed  
t h a t  grow th had  been  l im i t e d  by h i s  own a s p i r a t i o n s :
•  " I  h av e  n e v e r  in te n d e d  to  d ev e lo p  th e  f irm  
i n t o  a  b ig g e r  b u s in e s s  and th e  p re s e n t  s i z e  
r e f l e c t s  th e  l i m i t  o f  my a s p i r a t i o n s  f o r  g row th .
I  do n o t  want t o  borrow  l a r g e  sums o f  money and 
b u rd e n  m y se lf  w ith  th e  a d d i t io n a l  p rob lem s 
a s s o c ia t e d  w ith  in c r e a s e d  s i z e . "
T h e re fo re  t ] i e r e  was a p o s s i b i l i t y  t l i a t  he would s e l l  th e  
b u s in e s s  in  ab o u t two y e a r s  and th e n  buy a  s u i t a b l e  fa rm . I t  
was th o u g h t t h a t  c o n ta c t  would be m a in ta in e d  w ith  th e  m oto r 
t r a d e  by s u b s e q u e n tly  u n d e r ta k in g  c o n su lta n c y  a ss ig n m e n ts  in  
sm a ll f i r m s .
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GMTERAL
The firm * s f u t u r e  re q u ire m e n ts  f o r  o u ts id e  s e r v ic e s  w ere 
t h e r e f o r e  e x p e c te d  to  he  in f lu e n c e d  by th e  p o s s i b i l i t y  o f  th e  
m anaging d i r e c t o r  s e l l i n g  th e  fim n , and a ls o  by th e  f a c t  t h a t  
h e  re g a rd e d  th e  f irm  how as more s e l f - s u f f i c i e n t  and c a p a b le  o f  
a n a ly s in g  and  s o lv in g  th e  m a jo r i ty  o f  i t s  p ro b lem s. T h e re fo re , 
i t  was e x p e c te d  t h a t  few er a d v iso iy  s e r v ic e s  would be needed  
from  OSP/2. The f irm  in te n d e d  to  s to p  u s in g  th e  com puter 
b u re a u  to  p ro d u c e  i t s  m onth ly  management a c c o u n ts , as  a  s e l f -  
em ployed a c c o u n ta n t  was d e v is in g  a  s im i l a r  system  to  be  o p e ra te d  
on a  m anual b a s i s .
No p ro b lem s h ad  been  e n co u n te re d  a s  a  r e s u l t  o f  u s in g  th e  
o u ts id e  s e r v i c e s  p ro v id e d  by OSP/2 b u t some comments w ere made 
ab o u t o th e r  o u ts id e  s e r v i c e s .  F i r s t l y  v e ry  l im i t e d  m a rk e tin g  
a d v ic e  h ad  b een  g iv e n  by th e  o i l  company, and seco n d ly  p r o f e s s ­
io n a l  f i r m s  o f  a c c o u n ta n ts  were i n  h i s  o p in io n  to o  l im i t e d  i n  
t h e i r  a p p ro a ch  to  th e  g iv in g  o f  a d v ic e , and to o  in v o lv e d  w ith  
th e  r e f in e m e n ts  o f  t h e i r  p r o f e s s io n .
F i n a l l y ,  t h e  m anaging d i r e c t o r  s t a t e d  t h a t  i n  h i s  o p in io n  
sm all f i r m s  i n  g e n e r a l  sh o u ld  make b e t t e r  u s e  o f  th e  ran g e  o f  
o u ts id e  s e r v i c e s  c u r r e n t ly  a v a i l a b le .  B e t t e r  u s e  w ould le a d  
to  more e f f e c t i v e  management and to  a  g r e a t e r  c o n t r ib u t io n  
n a t i o n a l l y ,  i r r e s p e c t i v e  o f  th e  p r e s e n t ly  e x i s t i n g  d i s in c e n t iv e s  
f o r  sm a ll b u s in essm en  to  expand t h e i r  a c t i v i t i e s .
( Sep tem ber, 1 9 7 4 .)
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5 .2  CASE REPORT U/2 
ORGAI^ISATION
The o r ig in s  o f  t h i s  p r i v a t e  l im i t e d  company o p e r a t in g  
i n  th e  r e t a i l  m otor t r a d e  go hack  to  th e  1920s when i t s  
b u i ld in g s  f i r s t  accommodated a  garage b u s in e s s . L i t t l e  was known 
about th e  e a r ly  h i s to r y  o f th e  firm  b u t i t  was co n jec tu re d  th a t  a t  
one tim e th e re  was a  one-man garage  b u s in e s s  o p e ra tin g  from th e  s i t e ,  
th a t  seme o f th e  e x i s t in g  b u i ld in g s  were e re c te d  to  accommodate a  
garage b u s in e s s , t h a t  th e  lo c a t io n  was s e le c te d  because o f i t s  c lo se  
p ro x im ity  to  a  ra ilw a y  s t a t i o n ,  and th a t  p eo p le  l i v in g  i n  th e  
su rro u n d in g  d i s t r i c t s  m otored to  and l e f t  t h e i r  c a rs  a t  th e  s t a t io n  
b e fo re  commuting in t o  town. However, i t  was known th a t  i n  19^4 th e  
firm  h e ld  a  d e a le r s h ip  fo r  Rover c a r s ,  so ld  a  few second-hand c a r s ,  
undertook  s e r v ic in g  and r e p a i r s  and ra n  fo re c o u r t  s e r v ic e s .  A lso 
th e  ownership o f th e  firm  changed hands i n  t h a t  y e a r .
The f i r m - v h ic h  i s  lo c a te d  i n  S u r re y -w a s  purchased by th e  
e x is t in g  owners i n  1970: th e  owners have b u s in e s s  i n t e r e s t s  e l s e ­
where in  m otor c a r  r a l l y i n g  and ra c in g  and i n  chem ical m il l in g  and 
g ra p h ic  s e r v ic e s .  The re sp o n d e n t, one o f f iv e  d i r e c to r s ,  h e ld  th e  
p o s i t io n  o f f in a n c ia l  d i r e c to r :  he was a lso  th e  f in a n c ia l  d i r e c to r
o f th e  o th e r  two firm s c o n tro lle d  by  th e  ow ners. B efore jo in in g  th e  
firm  i n  1972 th e  f in a n c ia l  d i r e c t o r  had worked f o r  th e  f i r m ’s a u d i to r s  
a  m edium -sized p r a c t ic e  -  where he had been a  c le r k  fo r  s ix  y e a r s .
A f te r  q u a l i fy in g  as a  c h a r te r e d  a c c o u n ta n t h e  g a in e d  a  f u r t h e r  two 
y e a r s  ex p erien ce  w ith  th e  same a cco u n tin g  f irm . He was i n  h is  e a r ly
t h i r t i e s ,  and he was a  m o to r c a r  e n th u s i a s t .  On jo in in g  th e  f irm  in  
A p ril  1972 he was ap p o in ted  g e n e ra l manager w ith  r e s p o n s i b i l i t y  f o r
th e  day to  day ru n n in g , f in a n c ia l  and b u s in e ss  s id e  o f o p e ra tio n s .
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He was a ls o  g iv e n  th e  ta s k  o f  co m p le tin g  th e  i n s t a l l a t i o n  o f  th e  
management a c c o u n tin g  system .
Once t h i s  had "been accom plished he became th e  f in a n c ia l  
d i r e c to r  and th e r e a f t e r  spent ju s t  one day a week a t  th e  f irm . He 
was o r ig in a l ly  r e c r u i te d  by th e  owners to  s tre n g th e n  th e  adm inis­
t r a t i o n  o f th e  f ilm : th e y  con sid ered  th a t  th e  firm  needed an o th er
m anager to  complement e x i s t i n g  s t r e n g th s  i n  s a le s  and t e c h n ic a l  
o p e ra tio n s .
The p re s e n t day a c t i v i t i e s  o f th e  firm  were geared  to  p ro v id in g  
s e rv ic e s  to  commuters, i . e ,  t h e i r  c a rs  would be l e f t  i n  th e  m orning 
and c o l le c te d  in  th e  evening  a f t e r  b e in g  s e rv ic e d . P r im a r ily  th e  
firm  was in te r e s t e d  in  s e l l in g  new c a rs  and f ra n c h is e s  were h e ld  fo r  
Rover, Triumph, Land-Rover and A u stin -M o rris . I t  was c la im ed  t h a t  
few er u se d -c a rs  were so ld  th an  was normal f o r  a  garage o f an e q u iv a le n t 
s i z e .  O ther t r a d in g  a c t i v i t i e s  in c lu d ed  w h o le sa lin g  p a r t s  to  th e  t r a d e ,  
r e t a i l i n g  p a r t s ,  s e rv ic in g  and r e p a i r s  , c a r - h i r e ,  and fo re c o u r t  
o p e ra tio n s  in c lu d in g  th e  s a le  o f ty r e s ,  b a t t e r i e s  and a c c e s s o r ie s  
( t e a ) .  The s e l l i n g  o f spare  p a r t s  commenced in  1964 and a t  th e  tim e 
o f th e  f i e l d  v i s i t  (Septem ber 1974) tu rn o v e r  was in  th e  re g io n  o f 
£ 150,000 p .a .  from a  s to ck h o ld in g  o f about £30,000. The firm  h e ld  a  
Rover f r a n c h is e  s o le ly  u n t i l  1971 b u t as i t  was very  d i f f i c u l t  to  
o b ta in  a  s u f f i c i e n t  number o f c a r s  from B r i t i s h  Leyland th e  cheaper 
end o f  th e  m arket was e n te re d . Also th e  firm  was aware th a t  Rover 
ten d ed  to  e s ta b l i s h  numerous sm all d e a le r s h ip s :  f o r  example, th e re
were th re e  to  fo u r  Rover d e a le rs  w ith in  f iv e  to  s ix  m ile s  o f th e  
f i r m ’s lo c a t io n .  Ccxnpetition to o k  th e  form o f nearby  garag es  h o ld in g  
f r a n c h is e s  fo r  BMW, Volvo and D af. In  th e  case  o f co m p etitio n  from
* The firm  su b -c o n tra c te d  a l l  bodywork r e p a i r s  and a u to - e le c t r i c a l  
work.
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th e  BMW d e a le r  th e  firm  claim ed th a t  i t  had su ffe re d  q u i te  a  l o t  
because BMW c a rs  were in  f a r  b e t t e r  supply  th an  R overs. A lthough 
th e  fo re c o u r t  was lo c a te d  a  few yards away from th e  main road i t  
was c l e a r ly  v i s ib le  from th e  ra ilw a y  s t a t i o n .  P e t r o l  
s a le s  (no  t r a d in g  stamps were given) were s ta te d  to  be b u oyan t. I t  
was th o u g h t t h a t  th e  f i r s t  c la s s  s e rv ic e  g iven  by  th e  fo re c o u r t  s t a f f  
s t ro n g ly  in f lu e n c e d  th e  h igh  s a le s  o b ta in ed .
The s a le s  tu rn o v e r reco rded  by th e  firm  under th e  p re se n t 
ow ners i s  in c lu d e d  i n  T ab le  5 .2 , below .
T ab le  5 .2  : S a le s  Turnover 1971-1975* Case R eport U /2
F in a n c ia l  y e a r  ending: S a le s  tu rn o v e r: £000s
* 30 th  September, 1971 403
30th  Septem ber, 1972 711
30 th  Septem ber, 1973 808
* An e ig h t-m o n th  p e r io d .
The d e p a r tm e n ta l s a l e s  tu rn o v e r  i s  s e t  o u t below .
T ab le  5 « 5 % D ep artm en ta l S a le s  T u rn o v er 1971-1973* 
Case R eport U/2
F in a n c ia l  y e a r  
end ing













* 1971 68 35 30 270




* An e ig h t-m o n th  p e rio d .
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The s a le s  tu rn o v e r  f o r  v e h ic le s  i n  a  ty p ic a l  q u a r te r  i n  1974 
was £ 116, 000, c o n s is t in g  o f £86,000 fo r  new v e h ic le s  and £ 30,000 fo r  
used v e h ic le s .  A cco rd in g ly  used v e h ic le  s a le s  ten d ed  to  va ry  between 
o n e -q u a rte r  and one—t h i r d  o f th e  t o t a l  v e h ic le  s a le s .  The average 
th roughpu t q u a r te r ly  o f new v e h ic le s  i n  1973 was approx im ate ly  130.
The c u rre n t th ro u g h p u t was betw een 550—600 new v e h ic le s  p e r  annum, 
c o n s is t in g  o f Rover : 50+; Triumph : 100+; A u stin  : 100+; M orris  : 
200+; Land-Rover : 20+ . T h e re fo re  th e  f i r m ’s th roughpu t o f new 
v e h ic le s  compared v e ry  fa v o u ra b ly  w ith  th e  n a t io n a l  averages fo r  
B r i t i s h  Leyland f r a n c h is e s .
The f i r m ’s o rg a n is a t io n  s t r u c tu r e  i s  d e p ic te d  i n  I l l u s t r â t ! o n 5 » 1 ; 
o v e r l e a f .  D uring  th e  p e rio d  1971-3 th e  f irm  employed an average 
o f t h i r t y - f i v e  p e rso n s  b u t  p r io r  to  th e  f i e l d  v i s i t  th r e e  employees 
l e f t  and th e y  w ere n o t go ing  to  be re p la c e d  because  o f th e  p r e v a i l in g  
économie c lim a te . As a  r e s u l t  o f  th e  firm  b e in g  lo c a te d  i n  a  very  
expensive r e s i d e n t i a l  a re a  i t  had in  th e  p a s t  faced  d i f f i c u l t i e s  
r e c r u i t i n g  s t a f f .
O U Ï S I DE S E R V IC E S  USED
A l t h o u g h  s e r v i c e s  f r o m  o t h e r  m a n a g e m e n t c o n s u l t a n c y  f i r m s  h a d  
n o t  b e e n  o b t a i n e d ,  t h e  f o l l o v . d n g  co im m en t w a s  s t i l l  m a d e :
103 .
I l l u s t r a t i o n  5 .1  ; O rg an isa tio n  S tru c tu re , 
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N o te s :
1. One m echanic worked s o le ly  f o r  th e  s a le s  manager on 
c o n d itio n in g  and r e c t i f y in g  p o s t -d e l iv e ry  f a u l t s  on 
new and used v e h ic le s .  The mechanic was t r a n s f e r r e d  
from th e  s e r v ic e  departm ent b ecause  p re v io u s ly  th e  
s a le s  manager faced  d i f f i c u l t i e s  i n  o b ta in in g  th e  
n e c e s sa ry  manpower from th e  s e rv ic e  m anger. The 
su g g es tio n  to  e f f e c t  t h i s  move came from OSP/2.
2 . Conforming w ith  th e  management acco u n tin g  system  
recommended by  OSP/2, th e  firm  o p e ra ted  each departm ent - 
p a r t s ,  s e r v ic e ,  fo re c o u r t ,  v e h ic le s  -  as an independent 
p r o f i t  c e n tr e  w ith  a  s e p a ra te  bank account and d e p a r t­
m ental r e c o rd s .  A ccord ing ly , th e  f irm  c o n s is te d  o f fo u r 
s e p a ra te  b u s in e s s e s .
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•  "We g e t o th e r  c o n su lta n ts  coming round from tim e to  tim e 
h u t I  have no tim e  a t  a l l  f o r  them. They a re  f a r  to o  
i n t e r e s t e d  i n  s e l l i n g  s e rv ic e s  to  o b ta in  f e e s .  The bed
im age w hich th e y  have i s  j u s t l y  d e s e r v e d ,"
The f in a n c ia l  d i r e c to r  s t r e s s e d  th a t  th e  f i r m ’s a u d ito rs  
perform ed th e  normal s ta tu to r y  fu n c tio n  and produced h a l f - y e a r ly  
f in a n c ia l  acco u n ts , b u t th e se  were ju s t  fo r  th e  re c o rd . He added 
t h a t  th e  firm  would n ev er dream of a sk in g  th e  a u d ito r s  f o r  s e rv ic e s  
o u ts id e  th e  a u d i t in g  sp h ere , t h a t  th e  co n su ltan cy  atrm o f a  la rg e  
acco u n tin g  firm  would n ev er be approached f o r  a s s is ta n c e  on th e  so lv in g  
o f management prob lem s, th a t  th e  average p ro fe s s io n a l  acco u n tin g  firm  
wan n o t q u a l i f i e d  to  g iv e  adv ice  on th e  f in a n c ia l  a sp e c ts  o f  g en e ra l 
management, and th a t  th e  in fo rm a tio n  produced by  a u d ito rs  i s  u n h e lp fu l, 
h as  l i t t l e  b e a r in g  on th e  managanent o f a  b u s in e s s  and i s  o f te n  
produced to o  l a t e .
On th e  s u b je c t o f  ad v iso ry  s e rv ic e s  a v a i la b le  from B r i t i s h  
Leyland th e  fo llo w in g  comments were made:
•  "They g iv e  no h e lp  on management m a tte r s , e s p e c ia l ly  i n  th e  
m ark e tin g  a re a . We were asked t o  p a in t  th e  e x te r io r  of th e  
p rem ises i n  t h e i r  l iv e r y  b u t th e r e  was no fo llow -up  to  see  
i f  th e  work had been  done."
•  "They p u t no p re s s u re  on us about th e  number o f new c a rs  which 
must be  s o ld ."
•  "They sometimes fo rc e  th e  in tr o d u c t io n  o f  new schemes, f o r  
in s ta n c e  L ey care , and th e y  u s u a l ly  end up by u p s e t t i n g  e v e iy o n e . "
•  "The B r i t i s h  Leyland r e p re s e n ta t iv e  i s  n o t e f f e c t iv e ,  he g ivea  
few answ ers to  our q u e rie s  and c e r t a in l y  he i s  unab le  to  g e t 
new c a rs  f o r  u s ."
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• " B r i t i s h  Leyland a re  an amorphous o rg a n is a tio n  in  a  s o r ry  s t a t e  
and th e y  a re  very  had on a d m in is tra t io n . For example we have 
a  h i  g p i l e  o f  long  o u ts ta n d in g  claim  form s f o r  w arran ty  work 
done. They ig n o re  you i f  you a re  n o t d e l ib e r a t e ly  rude  to  them ."
• "They a re  p re -p o sse sse d  w ith  badge e n g in e e r in g ."
The firm  was a  member o f th e  Road T ra n sp o rt In d u s try  T ra in in g
B o a r d  S u rrey  T ra in in g  Scheme. I n  th e  scheme w ere t n i r t y  g a ra g es  and
a f u l l - t im e  t r a i n i n g  o f f i c e r .  The firm  claim ed t o  be one o f th e  
f i f t e e n  a c t iv e  p a r t i c ip a n t s .  A ccord ing ly  th e r e  was an involvem ent 
in  a  lo c a l  b u s in e s s  improvement t r a in in g  group ( a l s o  su p p o rted  by 
f i f t e e n  f irm s)  t h a t  met p e r io d ic a l ly  to  d is c u s s  v a r io u s  management 
to p ic s .  The to p ic s  covered were though t to  b e  i n t e r e s t i n g  and 
b e n e f ic ia l  as  th e  scheme was designed  fo r  sm all f irm s , p laced  an 
em phasis on in —company fo llow -ups to  in s t r u c t io n  s e s s io n s , and gave 
p a r t i c ip a n t s  an in s ig h t  in to  some o p e ra tio n s  c a r r ie d  on in s id e  o th e r 
sm all f irm s . The group met f o r  one day each month over a  s ix  month 
p e rio d  to  re c e iv e  in s t r u c t io n  and have d is c u s s io n s  on to p ic s  such as 
f in a n c ia l  a p p re c ia t io n , o p e ra tio n a l ^ p r a i s a l  and o rg a n is a t io n a l  
a n a ly s is ,  d ep a rtm en ta l accoun ts  and c o s t in g , u t i l i s a t i o n  o f re so u rc e s , 
la y o u t / s c h e d u l in g /  c o n tro l , s to ck  c o n tro l ,  c r e d i t  c o n tro l ,  deb t 
c o l le c t io n  and g e n e ra l f in a n c ia l  m a tte rs ,  s k i l l s  o f  management, 
manpower agreem ents and job d e s c r ip t io n s .  A f te r  a  m eeting  th e  
t r a in in g  o f f i c e r  v i s i t e d  each firm  to  ad v ise  and a s s i s t  w ith  any 
im p lem en ta tion  o f th e  te c h n iq u e s  d is c u s s e d .
A nother o u ts id e  s e rv ic e  used by th e  f irm  was an a f t e r - s a l e s  
s e rv ic e  c a l le d  ’c a r  s a le s  fo llo w -u p ’ o f fe re d  by  an o rg a n is a tio n  
based  in  T roon , Ayr. The s e rv ic e  was recommended by th e  PIU and
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c o s t £ 1.45 p e r custom er fo r  s e rv ic e s  g iven  over a tw o-year p e r io d . 
B r i e f l y ,  th e  s e rv ic e  to o k  th e  form o f  th e  custom er b e in g  sen t a  card  
one week a f t e r  a c c e p tin g  d e l iv e ry  o f  th e  c a r  th an k in g  him or h e r 
fo r  th e  custom . Two weeks l a t e r  a  l e t t e r  -  w ith  an s . a .  e . -  was s e n t  to  
en q u ire  i f  th e  c a r  was s a t i s f a c to r y .  F u r th e r  correspondence was sen t 
p e r io d ic a l ly  over th e  tw o-year p e r io d , p r im a r i ly  to  encourage th e  
custom er to  r e tu r n  t o  th e  same garage when th e  purchase  o f a  new c a r 
was b e in g  c o n s id e re d .
•  "Follow -up s e r v ic e s  a re  v a lu ab le  because  th e y  show 
us where we a re  d o ing  w ell and where we a re  f a l l i n g  
s h o r t .  E ncourag ing ly  n in e ty  p e r  c e n t ,  o f th e  
r e p l i e s  a re  com plim entary about salesm en, b u t 
c o n d itio n in g  and s e rv ic in g  p re se n t many p rob lem s."
The o th e r  o u ts id e  s e rv ic e s  u sed  by th e  f irm  c o n s is te d  o f  th e  
r e c e ip t  o f t r a d e  in fo rm a tio n  from th e  MAA, adv ice  had been re c e iv e d  
from th e  Customs and E x c ise  on VAT a d m in is tra t io n , an employment 
bureau  had been used to  r e c r u i t  b o th  te c h n ic a l  and a d m in is tra t iv e  
s t a f f ,  a  com puter b u reau  was used tw ic e  a  y e a r  f o r  c a lc u la t in g  th e  
value  o f s to c k s , a  d e s ig n  s tu d io  was used f o r  any g ra p h ic a l work, 
a  s o l i c i t o r  p rov ided  any n e ce ssa ry  le g a l  s e r v ic e s ,  and a p p re n tic e s  
were se n t to  a  n earb y  c o lle g e  as p a r t  o f  t h e i r  t r a in in g .
In  1970 when th e  f irm  was u n d e r  th e  p re v io u s  ow nersh ip  i t s  
management came i n t o  c o n ta c t  w ith  th e  fo u n d e r  o f  OSF/2 w h ile  
a tte n d in g  a  management t r a in in g  c o u rse . As a  r e s u l t  o f b e in g  
im pressed  by  th e  ad v ice  given  to  so lv e  management a cco u n tin g  problem s, 
i t  Was d ecided  th a t  th e  recommended management acco u n tin g  system  would 
be i n s t a l l e d  in  th e  f irm . The in tro d u c t io n  o f  th e  system  co in c id ed  
w ith  th e  s a le  o f  th e  f irm , b u t th e  new owners p e rsev e re d  w ith  th e
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in tr o d u c t io n  because  th e y  co n sid e red  th a t  eq u iv a len t s e rv ic e s  could  
n o t be o b ta in ed  from any o th e r  o rg a n is a t io n . T h e re fo re  th e  c o n s u lt­
a n ts  v i s i t e d  th e  firm  and a f t e r  exam ining th e  s i tu a t io n  c e r ta in  
p ro p o sa ls  were made. However, c o n s id e ra b le  a g g rav a tio n  was caused 
by  th e  im plem en ta tion  as  e x is t in g  acco u n tin g  and a d m in is tra tio n  
p ro ced u res  had rem ained b a s ic s il ly  unchanged fo r  many y e a rs :
# " T h a t’s th e  b ig g e s t  problem  you g e t — p e rsu ad in g  people  
t h a t  th e  new way i s  worth t r y in g .  T e ll  them th a t  th ey  
are  d o in g  i t  wrong and you lo s e  t h e i r  c o -o p e ra tio n .
L ike everyone e ls e  we have some o v e r - s e n s i t iv e  p e o p le ."
The s a l i e n t  f e a tu r e s  o f  th e  system  were th e  e stab lish m en t o f s e p a ra te  
p r o f i t  c e n tr e s  w ith in  th e  f irm , namely s a le s ,  s e rv ic e , p a r t s ,  fo re ­
c o u r t;  th e  p ro d u c tio n  o f  p r o f i t  and lo s s  accoun ts  fo r  each departm ent 
every  month; and th e  p re p a ra t io n  o f annual budgets  fo r  each departm en t -
th e s e  w ere p re p a re d  by d e p a r tm e n ta l m anagers .
The f irm  s ta r t e d  su b sc rib in g  to  th e  P r o f i t  Improvement U n it i n  
1971 and padd a  s u b s c r ip t io n  o f more th a n  £600 in  th e  f i r s t  y e a r ,  m a in ly  
because  th e  c o n s u lta n ts  v i s i t e d  th e  firm  s ix  tim es i n  co n n ec tio n  w ith  
th e  i n s t a l l a t i o n  o f  th e  management acco u n tin g  system . At th e  tim e  o f  
th e  f i e l d  v i s i t  th e  annual s u b s c r ip t io n  was about £300. The w orking 
d i r e c to r s  and d ep artm en ta l m anagers have from tim e to  tim e , a tte n d e d  
management t r a i n i n g  co u rses  ru n  by  OSP/2. L a s tly , th e  f in a n c ia l  
d i r e c to r  had  re c e iv e d  some e x ec u tiv e  c o u n se ll in g  from th e  founder o f
OSP/2, e s p e c ia l ly  concern ing  th e  g en e ra l management problem s faced
*
e a r ly  on i n  h i s  appoin tm ent.
* S im ila r  ad v ice  had been re c e iv e d  on m a tte rs  connected w ith  th e  
i n t e r e s t s  i n  chem ical m il l in g  and g ra p h ic  s e rv ic e s .
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BEŒFITS OBTAINED
O v e ra l l  th e s e  can be sum m arised by re p ro d u c in g  a comment made 
by th e  f i n a n c i a l  d i r e c t o r  r e g a rd in g  th e  s e r v ic e s  o b ta in e d  from 
OSF/2!
•  "T here a re  so many in g re d ie n ts  to  su ccess  t h a t  I  f in d  i t
im p o s s ib le  to  q u a n tify  th e  b e n e f i t s  re c e iv e d  from th e  
c o n s u l ta n ts .  We a re  c e r ta in ly  making more money now 
th a n  we were b e fo re . Improvements were c le a r  w ith in  a 
few months o f th e  s t a r t  o f th e  new system s. Today and 
w ell over th re e  y e a rs  l a t e r  we have th e  g re a t advantage 
o f  p o s se s s in g  y a rd s t ic k s  so th a t  we can compare one y e a r 
w ith  an o th e r, month by month. T h is  en ab les  us to  s e t  
t a r g e t s . "
The o th e r  b e n e f i t s  m en tio n ed  w ere a s  fo llo w s*  ,
1. The acco u n tin g  system f a c i l i t a t e d  th e  c a lc u la t io n  o f departm en ta l 
p r o f i t s  o r lo s s e s  th re e  to  f iv e  days a f t e r  th e  end o f each  m onthly 
acco u n tin g  p e r io d . B efo re  th e  in tr o d u c t io n  o f th e  system  m onthly 
f ig u re s  were n o t produced.
# ’’Today f ig u re s  a re  produced w ithou t s t r a i n  o r drama.
The m anagers a p p re c ia te  hav ing  th e s e  f ig u r e s  e a r ly  
enough to  e n ab le  them to  ta k e  any c o r r e c t iv e  
a c t io n .  I t  a ls o  en ab les us to  a s s e s s  th e  perform ance 
o f  each  m anager and th e y  seem to  v a lu e  t h i s .  Some 
m anagers tend  to  lo o k  back  on th e  bad o ld  days and 
say: ’We were so much h a p p ie r  th e n . ’ But i t  i s  so
very  easy  to  be  happy and go b u s t .  Management accoun ts 
en ab le  you to  a s s e s s  in d iv id u a ls ,  n o t on ly  from th e  
f ig u r e s ,  b u t a ls o  from th e  man’s r e a c t io n  to  them ."
2. The firm  was i n  a more h e a lth y  f in a n c ia l  p o s i t io n  and a lthough  
grow th had n o t tak en  th e  form o f a  s u b s ta n t ia l  in c re a s e  i n  tu rn o v e r .
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th e  e f fe c t iv e n e s s  o f management in  p u rs in g  p rede term ined  g o a ls  had 
improved th e  s a l a b i l i t y  o f th e  b u s in e ss ;
•  "Every month we know th e  f ig u re  f o r  re tu rn -o n -in v e s tm e n t 
suid a c t io n  i s  tak en  to  improve i t .  The c u rre n t r e tu r n  
i s  about f i f t e e n  p e r c e n t . , b u t b e a r in g  i n  mind th e  value  
o f th e  b u i ld in g  -  in  excess o f  £200,000 -  we could  p robab ly  
make more money by in v e s t in g  e lsew h ere . The b u i ld in g  i s  th e  
main c o n s id e ra tio n  in  t h i s  b u s in e s s  and a s  soon as we can
f in d  a  buyer we w il l  move o u t ."
3* The management c o n tro l system s have n o t im pinged a d v e rse ly  on 
o p e r a t iv e s ,  though  some problem s w ere fa c e d  r e g a rd in g  
th e  re c o rd in g  o f p ro d u c tiv e  and u n p ro d u c tiv e  tim e:
• "The problem  i s  g e t t in g  th e  o p e ra tiv e s  to  do i t .  They a re
q u i te  happy to  r e p a i r  c a r s ,  b u t th e y  do n o t w ant to  s i t
around w r i t in g  on b i t s  of p ap er, e s p e c ia l ly  r e c o rd in g  
i d l e  t im e ."
4 . The firm  in tro d u ce d  a  new management p r o f i t - s h a r in g  scheme.
B efore  , a  bonus was awarded to  th e  employees o f  each departm ent based  
on th e  perform ance o f t h e i r  own dep artm en t. T h is  was changed so th a t  
h a l f  th e  bonus o r ig in a te d  from th e  su ccess  o f  an em ployee’s own 
departm ent and th e  o th e r  h a l f  on th e  su ccess  o f  th e  b u s in e s s  a s  a  
> iio le . T h is  scheme s u c c e s s fu lly  ta c k le d  th e  problem  o f  i n t e r ­
d ep artm en ta l c o n f l i c t  by engendering  c o -o p e ra tio n  betw een th e  
d i f f e r e n t  d ep a rtm en ts . M oreover, b e t t e r  r e l a t i o n s  w ith custom ers 
were developed because  o f  th e  d isap p ea ran ce  o f th e  a t t i tu d e :  ’T h a t’s
n o th in g  to  do w ith u s* .
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INFLUmCE OF OUTSIDE SERVICES ON GROWTH
A lth o u g h  s a l e s  tu r n o v e r  had  n o t in c r e a s e d  s u b s t a n t i a l l y
i n  th e  p e r io d  rev iew ed , th e  p ro v is io n  o f  a c c u r a te  management
in fo r m a t io n  h ad  h e lp e d  th e  d i r e c t o r s  and m anagers to  im prove
th e  p r o f i t a b i l i t y  o f  th e  f irm . The p erfo rm an ce  o f  th e  f irm
i n  te rm s  o f  new v e h ic l e  th ro u g h p u t and r e tu r n  on in v e s tm e n t
*
com pared fa v o u ra b ly  w ith  o th e r  f irm s  i n  th e  t r a d e .
GENERAL
R eg a rd in g  th e  f i r m 's  f u tu r e  n eed s  f o r  o u ts id e  s e r v ic e s ,  
th e  f i n a n c i a l  d i r e c t o r  in d ic a te d  h i s  i n t e n t i o n  to  co m p u te rize  th e
F o r i n s t a n c e ,  when OSF/2 became th e  approved  c o n s u l ta n t  
to  MAA i n  1967, i t s  fo u n d e r  s a id :
"A cco rd in g  to  th e  MAA m oto r t r a d e r s  on a v e rag e  
a c h ie v e d  a n e t  p r o f i t  b e fo re  t a x  on tu rn o v e r  
o f  1^ t o  p e r  c e n t ,  and s in c e  c a p i t a l  was 
u s u a l l y  tu r n e d  o v e r on ly  f o u r  o r  f i v e  tim e s  a  
y e a r ,  t h i s  re c o rd e d  an av e rag e  r e tu r n  on i n v e s t ­
m ent o f  be tw een  7 to  10 p e r  c e n t w ith  t h i s  
r e p r e s e n t in g  a  p o o r r e tu r n  f o r  a  t r a d e  w ith  a  
h ig h  e lem en t o f  r i s k .  In  c o n t r a s t ,  some o f  
o u r  p r o g r e s s iv e  c l i e n t s  c u r r e n t ly  e a rn  a  r e tu r n  
on in v e s tm e n t o f  more th a n  20 p e r  c e n t . "
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management acco u n tin g  p ro ced u res , c h ie f ly  because  o f  th e  p re s e n t 
d i f f i c u l t y  o f  r e c r u i t i n g  com petent book-keep ing  s t a f f ,  and because 
o f th e  p o s s i b i l i t y  o f  t h i s  s i tu a t io n  w orsening in  th e  f u tu r e .  I t  
was a lso  though t th a t  o u ts id e  adv ice  would be  re q u ire d  i n  th e  
m arke ting  f i e l d  i n  an a ttem p t to  move away from th e  p a ro c h ia l  
a d v e r t is in g  p o l i c i e s  vh ich  were t r a d i t i o n a l  i n  th e  m otor t r a d e .  
However, i t  was s ta te d  t h a t  an o rg a n is a tio n  capab le  o f o f f e r in g  
such adv ice d id  n o t e x i s t  .*  R egarding  th e  o u ts id e  s e rv ic e s  to  be 
ob ta ined  i n  th e  fu tu r e  from OSP/2, th e  f in a n c ia l  d i r e c to r  s p e c if ie d  
th a t  th e  e x i s t in g  tre n d  o f  u s in g  l e s s  would co n tin u e  as th e  account­
in g  system s were f u l l y  o p e ra t io n a l .  A lso , th e  annual s u b s c r ip t io n  
payab le  to  th e  FTU would be reduced to  about £115«
The firm  had experienced  very  few problem s connected w ith  th e  
s e rv ic e s  p rov ided  by OSF/2, a p a r t  from th o se  a r i s in g  d u rin g  th e  
i n s t a l l a t i o n  o f th e  management acco u n tin g  system . The f in a n c ia l  
d i r e c to r  d id  s t a t e ,  though, th a t  he though t th e  PIU was th en  
g e n e ra tin g  to o  much in fo rm a tio n  and was in  danger o f d e fe a t in g  one 
o f i t s  o b je c t iv e s ,  i . e . ,  th e  supply  o f summary t r a d e  in fo rm a tio n . 
F in a l ly ,  th e  view was expressed  th a t  sm all f irm s i n  g e n e ra l should  
make b e t t e r  u se  o f any a v a i la b le  o u ts id e  s e rv ic e s , and in  p a r t i c u l a r  
th e  fo llo w in g  comment was made about th e  m otor tra d e :
•  " I f  a  garage  i s  b ig g e r  th an  th e  th r e e  m echanics p lu s  
th e  owner v a r ie ty ,  th en  I  would say  th a t  th e y  would 
g a in  a  g re a t  d e a l from th e  employment o f management 
c o n s u l ta n ts .  Our t r a d e  i s  beh ind  a  l o t  o f o th e rs  
b ecause  i t s  n a tu re  encourages men liio have been  
m echanics to  s e t-u p  on t h e i r  own, w ithou t always h a v in g
* I t  v;as su g g e s te d  t h a t  i f  such a d v ic e  d id  become a v a i l a b l e ,  th e n  
i t  was p o s s ib le  t h a t  th e  p ro v id e r  may e v e n tu a l ly  p u t h i s  own 
id e a s  in to  p r a c t i c e .
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th e  r i g h t  amount o f  b u s in e s s  know-how, I  th in k  
t h a t  a b ig  h e lp  to  th e  sm all g a ra g e  would be 
th e  a cc o u n ts  form s d e s ig n e d  by OSF/2. They 
a re  v e ry  easy  to  u se  and would be  o f  c o n s id e ra b le  
a s s i s t a n c e  to  th e  g a ra g e  u n a b le  to  a f f o r d  th e  
employment o f  a  f u l l - t i m e  a c c o u n ta n t ."
(S ep tem b er, 1 9 7 4 .)
114.
5 . 3  CASE REPORT U /3  
ORGAITISATION
I n  1876 an e n te r p r is e  was e s ta b lis h e d  in  E ssex  to  m anufacture
wooden b i c y c l e s .  A f te r  th e  in t r o d u c t io n  o f  th e  
m otor c a r  i n t e r e s t s  were developed i n  au tom obile  e n g in ee rin g , r e ­
p a i r in g  and s e rv ic in g . In  1910 th e  firm  th a t  i s  th e  s u b je c t o f t h i s  
case  r e p o r t  was founded in  c lo se  p ro x im ity  to  th e  o r ig in a l  e s ta b l i s h ­
ment, and th e  f a th e r  of th e  p re s e n t managing d i r e c to r  to o k  over th e  
firm  d u r in g  th e  F i r s t  World War. At t h a t  tim e  th e  f irm  c o n c e n tra te d  on 
m o to r c a r  r e p a i r s  and s e r v ic in g .
The f irm  i s  now a  p r i v a t e  l im i t e d  company and th e  on ly  
sh a re h o ld e rs  a re  th e  managing d ire c to r*  h i s  w ife  and son . The 
responden t was th e  managing d i r e c t o r ,  aged 60 y e a r s ,  and he  was a 
q u a l i f ie d  au tom obile  eng in eer. P r i o r  to  th e  o u tb re a k  o f  th e  
Second World War he had gained p r a c t i c a l  workshop ex p erien ce  in  th e  
t r a d e ,  had so ld  new c a rs  a t  th e  r e t a i l  and w ho lesa le  l e v e l ,  and 
a ls o  he  h ad  been  th e  s a le s  m anager o f  a  g a ra g e  b u s in e s s  lo c a te d  i n  E as t
London. D uring th e  war he served  w ith  th e  Royal E l e c t r i c a l  and
M echanical E n g in ee rs  and he l e f t  th e  army i n  1945 a s  a  l i e u t e n a n t -  
c o lo n e l  to  jo in  th e  fam ily  b u s in e s s .  When h i s  f a t h e r  d ie d  i n  1958 he
succeeded to  th e  p o s i t io n  of managing d i r e c to r .
At th e  tim e  o f  th e  f ie ld w o rk  (November 1974) th e  firm  h e ld  
f r a n c h is e s  f o r  b o th  BMW and F ia t  c a r s ,  and in  a d d it io n  to  s e l l i n g  
new and used  v e h ic le s  i t  so ld  sp a re  p a r t s  ( r e t a i l  and v d io le sa le ), 
undertook  r e p a i r s  and s e rv ic in g , and op era ted  a  f o r e c o u r t .  The 
BMW and F ia t  f r a n c h is e s  were o b ta in ed  i n  1971 as a  r e s u l t  o f r e ­
o rg a n is a tio n . B e fo re  t h i s  th e  f irm  had h e ld  A u stin  and MG f ra n c h is e s  
fo r  f o r ty  y e a r s .  P r io r  to  th e  r e o rg a n is a t io n  th e  f irm  employed 
th i r ty - tw o  p e rso n s  ( in c lu d in g  th r e e  working d i r e c t o r s ) ,  a f t e r
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tw en ty -seven  perso n s were employed and in  November 1974 th e  p a y ro ll  
had been f u r th e r  reduced  to  tw e n ty -f iv e  p e rso n s . The firm  was organ­
is e d  a long  l in e s  vdiich were t r a d i t i o n a l  in  th e  t r a d e :  v e h ic le  s a le s
were c o n tro lle d  by a s a le s  d i r e c to r ,  w hile  th e  o th e r  a c t i v i t i e s  -
s e rv ic e , p a r t s ,  fo re c o u r t  -w ere  d e p a r tm e n ta lis e d , w ith  each d e p a r t­
ment b e in g  headed by a  m anager. F u ll  d e t a i l s  o f th e  s a le s  tu rn o v e r  
reco rded  over th e  p rev io u s  th re e  y e a rs  were n o t d iv u lg e d , b u t i t  was 
s ta te d  th a t  f o r  th e  f in a n c ia l  y ea r 1973-4 tu rn o v e r  was ap p ro x im a te ly  
£600, 000. The town i n  viiich th e  firm  was lo c a te d  had a p o p u la tio n  o f 
about 14,000 p e rso n s , and co m p etitio n  took  th e  form o f  garages h o ld in g  
f r a n c h is e s  f o r  F ord , V auxhall, B r i t i s h  Leyland (A u s tin -M o rris , M.G., 
W olsey), C h ry s le r ,  Mazda, and from f o u r  g a ra g e s  w ith o u t f r a n c h i s e s .
OUTSIDE SERVICES ÏÏSEB 
A part from a u d i t in g  and le g a l s e rv ic e s  th e  firm  had u sed  
th e  fo llo w in g  o u ts id e  s e rv ic e s  over th e  p rev io u s  th re e  y e a rs :
1. P ersonnel from th e  s a le s ,  p a r t s ,  workshop and accoun ts  departm en ts 
were s e n t to  nearby  e d u ca tio n a l e s ta b lish m e n ts  to  a t te n d  v a rio u s  
co u rses  i n  co n n ec tio n  w ith th e  new system s and p ro ced u res  to  be  
adopted when o p e ra tin g  th e  new f r a c h is e s .
2 . S to ck in g  lo a n s  fo r  v e h ic le s  and sp are  p a r t s  were o b ta in e d  from  
th e  f in a n c e  s u b s id ia ry  o f th e  f i r m 's  bank.
3. As a  r e s u l t  o f th e  f i r m 's  membership o f th e  Motor A g en ts ' Assoc­
i a t i o n  r e le v a n t  t r a d e  in fo rm a tio n  had been r e c e iv e d , and a  number 
o f management t r a in in g  co u rses  and sem inars  run  by th e  same body had 
been a tte n d ed  by th e  d i r e c to r s  and d ep artm en ta l m anagers.
4» A com puter b u reau  was used to  c a lc u la te  th e  v a lu e  o f s to ck s  h e ld  
fo r  a u d it in g  p u rp o ses .
5. S ince 1971 a  number o f s e rv ic e s  were o b ta in ed  frcan 
p r o v id e r  OSF/2 and th e s e  w i l l  now be co v ered  i n  more d e t a i l .
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The managing d i r e c to r  s ta te d  th a t  i n  A p ril 1971 he co n sid ered  
th a t  th e  b u s in e s s  was no t b e in g  managed e f f i c i e n t l y  and th a t  th e  r e tu r n  
of in v estm en t earned  was too  low. P re v io u s ly  he had heard  th e  founder 
o f  OSP/2 l e c t u r e  on v a r io u s  management to p ic s  and i t  was th o u g h t 
t h a t  th e  s e r v ic e s  o f f e r e d  by OSF/2 co u ld  be u sed  to  h e lp  th e  f irm  
?n.th th e  s o lv in g  o f  i t s  p ro b lem s. I n  o r d e r  to  f in d  o u t i f  OSF/2 
had p o s i t iv e ly  a s s i s te d  o th e r garages i n  th e  p a s t ,  th e  managing 
d i r e c to r  c o n ta c te d  a  d iv is io n a l  s e c re ta ry  o f th e  MAA and th e r e a f t e r  
th e  c o n s u lta n ts  were approached. I n  re sp o n se  th e  l a t t e r  d iv u lg ed  
th e  names o f  two c l i e n t s  which were lo c a te d  i n  d i f f e r e n t  p a r t s  o f 
England. A f te r  v i s i t i n g  th e  c l i e n t s  th e  managing d i r e c to r  was 
s u f f i c i e n t ly  im pressed  by th e  b e n e f i t s  re c e iv e d  from th e  employment 
of th e  c o n s u l ta n ts  t h a t  a  d e c is io n  was made to  proceed  f u r th e r .
S u b seq u en tly  a  c o n su lta n t v i s i t e d  th e  firm  on a  ty p ic a l  day 
s e le c te d  by th e  d i r e c to r s  and th e  recommendations co n ta in ed  in  th e  
r e p o r t  en su in g  were as fo llo w s:
a* That th e  f irm  should  c o n sid e r re p la c in g  e x is t in g  franch i ses  
w ith  f r a n c h is e s  f o r  b o th  BMW and F ia t  c a r s .
b . In  accordance  w ith  t h i s  d e c is io n  b e in g  taken  i t  would b e  n e c e ssa ry  
to  e s ta b l i s h  a  s e p a ra te  sp are  p a r t s  departm ent and to  i n s t a l l  a  s u i t ­
a b le  s to c k  c o n tro l  system .
c .  The in t r o d u c t io n  o f a  m onthly-based management acco u n tin g  system  
and th e  e s ta b lish m e n t o f in d iv id u a l  p r o f i t  c e n tre s  fo r  each dep artm en t.
d . The ad o p tio n  o f  improved te c h n ic a l  la y o u ts  and th e  use o f  more 
e f f e c t iv e  and e f f i c i e n t  workshop equipment to  in c re a s e  workshop 
p ro d u c t iv i ty .
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The m anaging d i r e c t o r  s a id  t h a t  he  r e a c te d  to  th e s e  p ro p o s a ls  
i n  th e  fo l lo w in g  wayt
•  ”I  was c o m p le te ly  s h a t t e r e d  by th e  r e p o r t 's
a sse ssm e n ts  o f  v a r io u s  a s p e c ts  o f  th e  com pany 's 
o p e r a t io n s .  Among th e  f a c t s  i t  gave w ere n a t io n a l  
a v e ra g e s  o f  p e rfo rm an ces  f o r  th e  d i f f e r e n t  d e p a r t ­
m en ts . Even th o u g h  th e  r e p o r t  was u n p le a s a n t  f o r  
u s  we d e c id e d  to  im plem ent i t s  recom m endations and 
p ro c e ed  to  r e o r g a n is e  th e  b u s in e s s  c o m p le te ly ."
B e fo re  th e  r e o r g a n is a t io n  th e  s t a f f  w ere in fo rm ed  ab o u t th e  
p la n n e d  changes and by November, 1971 th e  changes had  been  made, 
in c lu d in g  th e  i n s t a l l a t i o n  o f  th e  management a c c o u n tin g  sy stem .
The f irm  commenced s u b s c r ib in g  to  th e  P r o f i t  Im provem ent 
U n it i n  1971 and th e  an n u a l c o s t  o f  t h i s  i n  1974 was a p p ro x im a te ly  
£ 1 ,6 0 0 . O ver th e  p e r io d  A p r il  1971 to  November 1974 th e  f irm  re c e iv e d  
a on e-d ay  v i s i t  from a c o n s u l ta n t  ev ery  m onth.
BENEFITS OBTAINED
At th e  b e g in n in g  o f  1972 th e  d i r e c t o r s  w ere in  a  p o s i t io n  
to  ta k e  c o r r e c t iv e  a c t io n  i n  th e  a re a s  w here th e  management 
a c c o u n tin g  in fo rm a tio n  in d ic a te d .  T h is  in fo rm a t io n  was p ro d u ced  
w i th in  te n  days o f  th e  end o f  th e  m onth ly  a c c o u n tin g  p e r io d .
# "S in c e  th e n  we h ave  g ra d u a l ly  gone on m aking 
a l t e r a t i o n s  a c c o rd in g  to  what th e  a c c o u n ts  have  
th row n up and th e  t r a n s fo rm a t io n  o f  th e  w hole o rg ­
a n i s a t io n  i s  q u i te  u n b e l ie v a b le .  We have  tu rn e d  a 
m ed io c re  p r o f i t  i n to  som eth ing  which i s  v e ry  r e a l i s t i c  
and shows a v e ry  s a t i s f a c t o r y  r e tu r n  on th e  c a p i t a l  
em p lo y ed ."
The m anaging d i r e c t o r  o u t l in e d  th e  o th e r  b e n e f i t s  w hich had  
r e s u l t e d  from  u s in g  s e r v ic e s  p ro v id e d  by OSP/2. T hese a re  as 
f  o llo v /s :
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1. Management accoun ts comparing a c tu a l  f ig u r e s  a g a in s t th o se  budgeted 
were f i r s t  produced in  January  1972. A ccord ing ly  th e  fo u r  departm ents 
were managed a g a in s t p r o f i t  t a r g e t s  c a lc u la te d  to  y ie ld  a  s a t i s f a c to r y  
r e tu r n  on th e  c a p i ta l  enployed. By th e  end o f  J u ly  1972 th e se  t a r g e t s  
had been  exceeded i n  a l l  departm en ts excep t th e  workshop, a lth o u g h  th e  
l a t t e r  was on ly  s l i g h t l y  below  ta r g e t  m ainly  th rough  i l l n e s s  and s t a f f  
a tte n d in g  e x te rn a l  c o u rse s . However, th e  perform ance o f th e  workshop 
was i n  excess o f th a t  achieved  when th re e  more p e rso n n el (two m echanics 
and one a p p re n tic e )  were employed, i . e . ,  b e fo re  th e  r e o rg a n is a t io n .
I t  was co n sid e red  th a t  th e s e  r e s u l t s  were s tro n g ly  in f lu e n c e d  by th e  
f a c t  th a t  b o th  d ep artm en ta l management and o p e ra tiv e s  had  been g iv e n  
t a r g e t s  to  aim f o r .
2 . The tw elve-m onth p e rio d  fo llo w in g  th e  re o rg a n is a t io n  saw, i t  was 
claim ed , a  s u b s ta n t ia l  in c re a s e  i n  s a le s  tu rn o v e r  and an in c re a s e  i n  
n e t p r o f i t .  Both were due to  a  more p ro fe s s io n a l  approach to  th e  
management and c o n tro l o f  th e  firm , and a ls o  to  an in c re a s e  in  
o p e r a t in g  e f f i c i e n c y .
3. An e f f e c t iv e  team s p i r i t  evolved w ith in  th e  f l m  and w ith  t h i s  
tra n s fo rm a tio n  th e re  was a  r a i s in g  o f th e  a s p ir a t io n s  possessed  by 
th e  management team from th e  low le v e l  o f wondering w hether o r n o t 
i t  was worth c a r ry in g  on, to  th e  p ro g re s s iv e  le v e l  o f p re p a rin g  a  
f iv e -y e a r  programme fo r  expansion . The l a t t e r  c o n s is te d  o f  modern­
i s i n g  e x is t in g  p rem ises -  which were by no means old as th e  c a r  
showroom and fo re c o u r t  were developed i n  1957, and th e  workshops 
a fte rw a rd s  — and i n s t a l l i n g  a d d it io n a l  equipment in  o rd er to  r a i s e  o u tp u t .
INFLUENCE OF OUTSIDE SERVICES ON GROWTH
A lthough  f ig u r e s  r e l a t i n g  to  th e  w hole o f  th e  p re v io u s  t h r e e -  
y e a r  p e r io d  w ere n o t g iv e n , th e  m anaging d i r e c t o r  c la im ed  t h a t  th e  
u se  o f  o u ts id e  s e r v ic e s  had had  a p o s i t i v e  in f lu e n c e  on th e  g row th  o f  
h i s  f irm  as  s a le s  tu rn o v e r  had in c r e a s e d  s u b s t a n t i a l l y  o v e r  th e  p e r io d .
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N et p r o f i t  and th e  r e tu r n  on in v e s tm e n t had a ls o  in c r e a s e d .
GENERAL
I t  was c la im ed  t h a t  few problem s had a r i s e n  i n  c o n n e c tio n
w ith  a c q u i r in g  o u ts id e  s e r v ic e s  from OSP/2. However, some 
d i f f i c u l t i e s  were faced  when th e  firm  was under-manned because  o f
s t a f f  a t te n d in g  e x te rn a l  t r a in in g  c o u rse s . A lso a  workshop in c e n t iv e
scheme in tro d u c e d  proved to  be u n su cc e ss fu l and wsis dropped because o f
th e  d i f f i c u l t y  i n  e s ta b l i s h in g  s tan d a rd  tim es  fo r  do ing  c e r ta in  ty p e s
of s e rv ic in g  and r e p a i r  work, namely on a g r i c u l tu r a l  and b u i ld in g
c o n tra c to r s  v e h ic le s .
The managing d i r e c to r  th o u g h t th a t  few er s e r v ic e s  would be
needed from OSP/2 i n  th e  n e a r fu tu re  as th e  m onthly v i s i t  o f th e
c o n su lta n t was no lo n g e r  re q u ire d  because  th e  management c o n tro l
system s were f u l l y  o p e ra t io n a l .  T h e re fo re  th e  annual s u b s c r ip t io n
to  th e  PTU would be red u ced . However, th e  lo n g - te rm  p la n s  f o r
ex p an sio n  would see  a  f a i r l y  c lo s e  c o n ta c t  m a in ta in e d  w ith  OSP/2,
and c o n su lta n c y  s e r v ic e s  would be u se d  i f  th e  need  a ro s e .
F in a l ly ,  i t  was con sid ered  th a t  sm all f irm s  in  g en era l should  
make b e t t e r  u se  o f any a v a i la b le  o u ts id e  s e r v ic e s .  I n  re fe re n c e  to  
sm all f irm s  i n  th e  t r a d e  th e  m anaging d i r e c t o r  commented:
• " I f  one i s  to  su rv iv e  i n  th e  fu tu r e  any managing d i r e c to r
o f a  garage  h o ld in g  a  f r a n c h is e  must know h is  o b je c t iv e s
and convey th e n  to  h is  team . He must have p ro p e r m onthly
managenent acco u n ts  and he must a c t  im m edia te ly  on th e
r e s u l t s .  T h is  i s  what I  have done and I  in te n d  to  see
th a t  we become more p ro fe s s io n a l  and e f f i c i e n t  as tim e 
p a s s e s . "
(November 1974)
* * * * * *
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SUMMARY OF RESULTS AND CONCLUSIONS -  PROVIDERS AND USERS
From th e  s tu d y  o f  PROVIDERS and USERS i t  I s  c l e a r  t h a t  th e  
m ost im p o r ta n t re a so n  f o r  th e  th r e e  U se r f irm s  o b ta in in g  s e r v ic e s  
from  P r o v id e r  OSF/2 was th e  need  to  i n s t a l l  a  system  o f  manage­
ment a c c o u n tin g  to  m o n ito r  b u s in e s s  o p e r a t io n s .  T h is  r e f l e c t s  
a  f a i r l y  common w eakness o f  sm all f irm s  in  t h i s  management a r e a ,  
and t h i s  h a s  been  p o in te d  ou t p re v io u s ly  by o th e r  r e s e a r c h e r s ,
e . g . ,  Hebden & R obinson m en tioned  t h a t  a  la c k  o f  know ledge o f  
s ta n d a rd  a c c o u n tin g  p ro c e d u re s  and p r a c t i c e s  was p a r t i c u l a r l y
pronounced  in  sm all f irm s  o p e ra t in g  in  th e  m o to r t r a d e s .
However, i t  w i l l  be n o te d  t h a t  a l l  t h r e e  u s e r  f irm s  had  re a ch e d
th e  s i z e  -  th e  f irm s  w ere in  th e  s i z e  ra n g e  15 to  35 en p lo y ees  -  
w here i t  becomes n e c e s s a ry  to  fo r m a l is e  m a n a g ^ e n t p ro c e d u re s , 
e s p e c i a l l y  i n  th e  f i n a n c i a l  management and a d m in is t r a t io n  a r e a .
As none o f  t h e  f irm s  had  th e  e x p e r t i s e  r e q u ir e d  to  acco m p lish  
t h i s  t a s k ,  i t  was th e r e f o r e  n e c e s sa ry  to  a q u ir e  i t  from an o u t­
s id e  s o u rc e . F u r th e r ,  i t  was seen  t h a t  th e  m anaging  d i r e c t o r s  
o f  f i rm s  U /l and U/5 w ere w e ll q u a l i f i e d  and e x p e r ie n c e d  i n  b o th  
th e  t e c h n i c a l  and s a le s  f u n c t io n s ,  w h ile  th e  g e n e r a l  m anager o f  
U /2, a l th o u g h  he  was a  c h a r te r e d  a c c o u n ta n t ,  n eeded  some s p e c i a l ­
i s e d  s e r v ic e s  i n  th e  management a c c o u n tin g  sp h e re .
The p a r t i c u l a r  s i t u a t i o n  f a c in g  each  u s e r  was, how ever, 
d i f f e r e n t  a t  th e  tim e  s e r v ic e s  were f i r s t  o b ta in e d  from  OSF/2.
I n  th e  c a s e  o f  U /l th e  f irm  had r e c e n t ly  em erged from  a  l o s s -  
m aking p o s i t i o n ,  and a ls o  th e  f i r m 's  fo u n d e r  and m anaging d i r e c t o r  
so u g h t a d v ic e  in  c o n n e c tio n  w ith  a  change o f  s a le s  f r a n c h i s e ,  
nam ely th e  n eed  to  i n s t a l l  a  s to c k  c o n t r o l  system  f o r  a  new ly 
e s t a b l i s h e d  s p a re  p a r t s  d e p a rtm en t. F irm  11/2 w ished  to  com ple te  
th e  i n s t a l l a t i o n  o f  a management a c c o u n tin g  system  and i t s  new 
ow ners f e l t  t h a t  s im i l a r  s e r v ic e s  co u ld  n o t be  o b ta in e d  e lse w h e re . 
The m anaging d i r e c t o r  o f  u /3  w ished  to  in c r e a s e  th e  e f f i c i e n c y  o f  
th e  b u s in e s s  and th e  r e tu r n  on in v e s tm e n t, and a c c o rd in g ly  an 
o v e r a l l  a p p r a i s a l  o f  th e  b u s in e s s  was r e q u i r e d ,  r e s u l t i n g  i n  
management and te c h n ic a l  c o n su lta n c y  b e in g  o b ta in e d  i n  th e  a re a s  
o f  a  f r a n c h i s e  change, th e  i n s t a l l a t i o n  o f  management and s to c k  
c o n t r o l  sy s te m s , d e v is in g  workshop la y o u ts  and th e  s e l e c t i o n  o f  
new equ ipm en t.
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The th r e e  f irm s  b e lo n g ed  to  a  s u b s c r ip t io n  c o n su lta n c y  
scheme w hich o f f e r e d  o b je c t iv e  g u id a n ce  on f u tu r e  t r e n d s  i n  th e  
in d u s t r y ,  w ith  p a r t i c u l a r  r e f e r e n c e  to  th e  o p e ra t io n s  o f  in d iv id u a l  
f i r m s ;  gave  f i rm s  a c c e s s  to  s p e c i a l i s t  a d v is o r s  c a p a b le  o f  
a p p ly in g  t h e i r  know ledge to  p rob lem s o f  th e  in d u s t r y  i n  a  
p r a c t i c a l  f a s h io n ,  e . g . , on g e n e ra l  m anagem ent, m a rk e tin g , f in a n c e ,  
p e r s o n n e l ,  o p e r a t io n s ;  and g e n e ra te d  in fo rm a tio n  to  a s s i s t  
d e c i s io n - t a k in g ,  e . g . ,  in fo rm a tio n  s h e e t s ,  a b s t r a c t s ,  s t a t i s t i c s  
and r e p o r t s  on v a r io u s  s u b je c ts  r e l a t e d  to  th e  in d u s t r y  such  as  
m o to r t r a d e  m anagenent and i t s  en v iro n m en t.
In  th e  c a s e  o f  a l l  t h r e e  u s e r s  i t  was found  t h a t  th e  m ain 
b e n e f i t  r e s u l t i n g  from  t h e i r  u se  o f  o u ts id e  s e r v ic e s  was a  
s t r e n g th e n in g  i n  th e  f i n a n c i a l  management and a d m in is t r a t io n  
a r e a ,  i . e . ,  t h e  i n s t a l l a t i o n  o f  fo rm al s y s te a s  o f  management 
a c c o u n tin g  o r  s to c k  c o n t r o l  to  im prove management c o n tr o l  by 
m o n ito r in g  th e  a c t i v i t i e s  o f  th e  b u s in e s s  more c lo s e ly  and to  
im prove d e c is io n  m aking . A lso , th e  f irm s  had  re c e iv e d  in fo rm a t io n  
and g e n e r a l  a d v ic e  w hich was ju d g ed  to  be h e lp f u l  in  ru n n in g  th e  
b u s in e s s .  Two o f  th e  f irm s  had  o b ta in e d  o th e r  b e n e f i t s ,  nam ely 
U /l and U /5 * u / l  had  moved i n t o  a  p r o f i t  m aking s i t u a t i o n  a f t e r  
th e  b u s in e s s  h ad  been  s u c c e s s f u l ly  d ev e lo p ed  in to  a  g o in g  c o n ce rn . 
F u r th e r ,  th e  f i r m 's  m anaging d i r e c t o r  b e l ie v e d  t h a t  an i n t e r n a l  
p ro b le m -s o lv in g  c a p a b i l i t y  had  been  d ev e lo p ed  as  th e  f irm  was 
m ore s e l f - s u f f i c i e n t  and c ap a b le  o f  a n a ly s in g  and s o lv in g  th e  
m a jo r i ty  o f  i t s  p r o b le n s .  u/ 3  c la im ed  t h a t  th e  p o o r r e t u r n  on 
in v e s tm e n t e a rn e d  b e fo re  i t s  c o n ta c t  w ith  OSF/2 had been  
tra n s fo rm e d , and a l s o  workshop p r o d u c t iv i ty  had been  in c r e a s e d  
a s  a  d i r e c t  r e s u l t  o f  th e  te c h n ic a l  c o n su lta n c y  s e r v ic e s  p ro v id e d  
by OSP/2.
R eg a rd in g  t h e i r  f u tu r e  re q u ire m e n ts  f o r  o u ts id e  s e r v ic e s  
from  OSF/2, a l l  t h r e e  u s e r s  e x p ec te d  to  u se  l e s s ,  m a in ly  b e ca u se  
th e  management o r  t e c h n ic a l  c o n su lta n c y  s e r v ic e s  o b ta in e d  had  
been  in s t r u m e n ta l  i n  s o lv in g  th e  management p rob lem s w hich e x i s t e d  
i n  th e  p a s t .  However, th e  f irm s  in te n d e d  to  c o n tin u e  w ith  t h e i r
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s u b s c r ip t i o n  to  th e  c o n su lta n c y  s e r v ic e  p ro v id e d  by OSF/2, so 
a s  to  have  a c c e ss  to  o u ts id e  s p e c i a l i s t  a d v is o r s  and to  r e c e iv e  
v a r io u s  ty p e s  o f  in fo rm a tio n  r e le v a n t  to  t h e i r  o p e r a t io n s .
The th r e e  u s e r s  c la im ed  t h a t  th e  o u ts id e  s e r v ic e s  o b ta in e d  
from  OSF/2 had  been a  f a c t o r  in f lu e n c in g  g row th , a lth o u g h  th e  
e x te n t  o f  t h i s  d i f f e r e d  i n  each  c a s e . Over th e  p e r io d  rev iew ed  
th e  p e rfo rm an ce  o f  U /l was th o u g h t t o  be s t a t i c .  However, th e  
f i r m 's  fo u n d e r  and m anaging d i r e c t o r  i n d ic a te d  t h a t  th e  th e n  
p r e s e n t  l e v e l  o f  s a le s  tu r n o v e r  r e p r e s e n te d  th e  l i m i t  to  th e  
f i r m 's  g row th  u n d e r h i s  p e rs o n a l  management c o n t r o l ,  and t h a t  
t h i s  l i m i t  would n o t have b een  re a c h e d  w ith o u t th e  a id  o f  th e  
o u ts id e  s e r v ic e s  p ro v id e d  by OSF/2. T h e re fo re , th e  u se  o f  th e s e  
o u ts id e  s e r v ic e s  o v e r s e v e r a l  y e a r s  had had  a p o s i t i v e  in f lu e n c e  
on th e  developm ent o f  t h i s  f irm . A lthough U/2 had a c h ie v e d  some 
g row th  o v e r  th e  p e r io d  rev iew ed , th e  m ain c o n s id e r a t io n  o f  i t s  
p r e s e n t  ow ners was t h a t  o f  im p ro v in g  p r o f i t a b i l i t y  on th e  
e x i s t i n g  l e v e l  o f  b u s in e s s ,  o r  on a  s l i g h t l y  h ig h e r  l e v e l .  The 
in f lu e n c e  w hich th e  u s e  o f  o u ts id e  s e r v ic e s  had had  on grow th  
was r e a l l y  l im i t e d  to  th e  s u c c e s s fu l  in t r o d u c t io n  o f  a  management 
a c c o u n tin g  system , and th e  f a c t  t h a t  th e  r e s u l t i n g  p r o v is io n  o f  
a c c u r a te  management in fo rm a t io n  had h e lp e d  th e  d i r e c t o r s  and 
d e p a r tm e n ta l  m anagers to  im prove on p re v io u s  l e v e l s  o f  p r o f i t ­
a b i l i t y .  The m anaging d i r e c t o r  o f  U/5 c la im ed  t h a t  th e  u s e  o f  
o u ts id e  s e r v ic e s  had had a  p o s i t i v e  in f lu e n c e  on th e  g row th  o f  
h i s  f i rm  a s  s a le s  tu rn o v e r  had  in c re a s e d  s u b s t a n t i a l l y  o v e r  th e  
p e r io d  re v ie w ed , and a ls o  n e t  p r o f i t  and r e tu r n  on in v e s tm e n t 
had  been  in c r e a s e d .  However, f u l l  s u p p o r t in g  f ig u r e s  w ere n o t  
g iv e n .
T u rn in g  to  th e  two s tu d i e s  on P r o v id e r s ,  i n  c a se  r e p o r t  
OSP/l i t  was seen  t h a t  th e  company was e s ta b l i s h e d  to  p ro v id e  
management c o n su lta n c y  to  s m a l le r  f irm s  i n  th e  form  o f  th e  r i g h t
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ty p e  o f  a d v ic e  a t  th e  r i g h t  p r ic e  i n  a r e a s  such  a s  m a rk e tin g , 
f in a n c e  (u s e  o f  e x i s t i n g  fu n d s and th e  a c q u i s i t i o n  o f  new 
f in a n c e ) ,  a d m in is t r a t io n ,  company developm ent and p la n n in g .
I t  was c la im ed  t h a t  any k in d  o f  a ss ig n m en t would be  a c c e p te d , 
w ith  s e r v ic e s  b e in g  p ro v id e d  on e i t h e r  an in d iv id u a l  ass ig n m en t 
o r  c o n tin u o u s  b a s i s .  The company was a  c o - o p e r a t iv e  o f  
in d e p e n d e n t c o n s u l ta n ts  w ork ing  in  l o c a l  team s u n d e r a  c o rp o ra te  
b a n n e r ,  and i t s  c o n s u l ta n ts  w ere b o th  p r o f e s s i o n a l ly  q u a l i f i e d  
and e x p e r ie n c e d  s m a l le r  f irm  e x e c u t iv e s .  The fo rm a tio n  o f  th e  
l o c a l  team s en ab led  th e  company to  p ro v id e  a  l o c a l  s e r v ic e  w ith  
lo w e r  o p e r a t in g  c o s t s ,  w ith  th e  l a t t e r  r e s u l t i n g  i n  lo w er f e e s  
b e in g  ch arg ed  to  c l i e n t s .  A ssignm ents would be ta c k le d  by an 
in d iv id u a l  c o n s u l ta n t  r e c e iv in g  su p p o r t  w henever n e c e s sa ry  from 
team  c o l le a g u e s  and c e n t r a l  o f f i c e  s e r v i c e s ,  and th e  aim s would 
b e  t o  p ro v id e  a  fo llo w -u p  s e r v ic e  o f  th e  r e q u ir e d  freq u e n cy  and 
d e p th  o f  in v o lv em en t f o r  im p lem en tin g  recom m endations made to  
c l i e n t s ;  t o  show r e s u l t s  i n  th e  s h o r t  te rm  by c o v e r in g  f e e s  w ith  
in c r e a s e d  e f f i c i e n c y ;  to  d e m o n s tra te  t o  c l i e n t s  how t o  p la n  and 
s t r e n g th e n  a r e a s  o f  management w ith o u t re c o u rs e  to  th e  employment 
o f  a d d i t io n a l  f u l l - t i m e  m anagers; to  l o c a t e  th e  weak a re a s  o f  
m anagem ent; and to  g iv e  th e  c l i e n t  sco p e  to  commit h i s  f irm  
g r a d u a l ly  a s  a  p ro p o sa l i s  e x e c u te d .
OSP/l a ls o  p ro v id e d  c e r t a i n  s p e c i a l i s t  management s k i l l s ,  
f o r  in s t a n c e  t h e  s e r v ic e s  o f  a  management a c c o u n ta n t f o r  th e  
sm a ll f irm  t h a t  does n o t  have s u f f i c i e n t  work to  j u s t i f y  m aking 
a  f u l l - t i m e  ap p o in tm en t i n  t h i s  a r e a .  I n  t h i s  way th e  management 
o f  a  p a r t i c u l a r  sm all f i rm  w i l l  be s t r e n g th e n e d  a s  th e  n e c e s s a ry  
e x p e r t i s e  would be p ro v id e d  on a  c o n t in u in g  b a s i s ,  w ith  th e  
c l i e n t  p a y in g  a c c o rd in g ly . S im i la r ly ,  a  c o n s u l ta n t  co u ld  p e rfo rm  
th e  r o l e  o f  a  n o n -e x e c u tiv e  d i r e c t o r  -  w ith o u t i t  b e in g  n e c e s sa ry  
to  make a fo rm al b o a rd  appo in tm en t -  by a t te n d in g  o r  even c h a i r in g  
m onth ly  management m e e tin g s  to  d is c u s s  th e  p ro g re s s  made by  a   ^
c l i e n t  a g a in s t  a  c o rp o ra te  p la n  f o r  ex p an s io n .
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The company o b ta in e d  c l i e n t s  th ro u g h  p e rs o n a l recom m endations 
and from  th e  c o n s u l ta n ts  m aking c o n ta c t  w ith  f irm s  i n  t h e i r  lo c a l  
a r e a s .  However, th e  m a rk e tin g  o f  s e r v ic e s  on a  n a t io n a l  b a s is  
p roved  to  be  d i f f i c u l t  as  management c o n su lta n c y  was o v e rs o ld  a 
few y e a r s  b ack , and a ls o  b ecau se  th e  management o f  s m a l le r  f irm s  
a r e  o f te n  r e l u c t a n t  to  t a l k  to  c o n s u l t a n t s  u n le s s  th e  l a t t e r  can 
d e m o n s tra te  a  p r a c t i c a l  u n d e rs ta n d in g  o f  th e  management problem s 
which a r e  f a c e d . The e x is te n c e  o f  th e s e  a t t i t u d e s  was acknow ledged 
by r e c r u i t i n g  p r o f e s s io n a l ly  q u a l i f i e d  c o n s u l t a n ts  p o s s e s s in g  
management e x p e r ie n c e  i n  th e  s m a l le r  f irm  s e c to r .
In  c a s e  r e p o r t  OSP/2 i t  was seen  t h a t  th e  company o f f e r e d  a  
co m p rehensive  ran g e  o f  s e r v ic e s  to  f irm s  o p e r a t in g  in  th e  m oto r 
t r a d e s ,  and th e s e  in c lu d e d  m anagenent c o n su lta n c y  in  a re a s  such  
as  o r g a n i s a t i o n  s t r u c t u r e ,  m anageoent developm en t, t r a i n i n g ,  
r e c r u i tm e n t ,  i n s t a l l a t i o n  o f  management a c c o u n tin g  system s to  
p ro d u ce  r e g u l a r  and e a s i ly  i n t e r p r e t e d  management in fo rm a t io n , 
c o m p u te rise d  a c c o u n tin g , t e c h n ic a l  o p e r a t io n s ,  m a rk e tin g , b u s in e s s  
p la n n in g  and  th e  a c q u i s i t io n  o f  f in a n c e ;  ru n n in g  management t r a i n i n g  
c o u rse s  w ith  th e  o b je c t iv e  o f  i n c r e a s in g  th e  e f f e c t iv e n e s s  o f  
management i n  s m a l le r  f irm s ;  o p e r a t in g  a  p r o f i t  im provem ent u n i t  
to  p ro v id e  f o r  th e  need s o f  p r o g r e s s iv e  f irm s  in  th e  in d u s t r y  in  
a re a s  su ch  a s  in fo rm a tio n  p ro v is io n  and a c c e s s  to  a  w ide ra n g e  o f  
s p e c i a l i s t  s k i l l s ;  and o f f e r in g  in fo rm a t io n  s e r v ic e s  to  th e  in d u s t r y  
i n  g e n e r a l .
The d e c i s io n  to  s p e c i a l i s e  in  th e  m oto r t r a d e s  was made so 
t h a t  t h e  company co u ld  o f f e r  a .q u ic k ,  e f f e c t i v e  and econom ic 
s e r v ic e .  F o r in s ta n c e ,  in  th e  f i e l d  o f  management c o n su lta n c y , 
a ss ig n m e n ts  c o u ld  be  com pleted  c o m p a ra tiv e ly  q u ic k ly , b ecau se  th e r e  
was no n e ed  to  s t a r t  a  su rv ey  from s c r a tc h  as  th e r e  was a c c e s s  to  
in fo rm a t io n  w hich form ed th e  fram ework f o r  an i n v e s t i g a t i o n .  A f te r  
s e a rc h in g  f o r  a  more p r o f i t a b l e  way o f  p ro v id in g  c o n su lta n c y  
s e r v ic e s ,  t h e  company in tro d u c e d  a  s u b s c r ip t i o n  c o n su lta n c y  s e r v ic e  
i n  th e  form  o f  th e  p r o f i t  im provenen t u n i t .
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The company o b ta in e d  new c l i e n t s  th rou gh  i t s  e s t a b l is h e d  
r e p u ta t io n ,  recom m endation from p a s t  c l i e n t s ,  PIU members and 
s u b s c r ib e r s ,  and by e x p lo i t in g  th e  c o n ta c t  made w ith  d ir e c t o r s ,  
e x e c u t iv e s '  and m anagers a t te n d in g  th e  t r a in in g  c o u r s e s .  The 
company had gone a lo n g  way tow ards a c h ie v in g  a n a t io n a l  prom otion  
o f  i t s  s e r v ic e s  w ith o u t th e  n eed  to  e s t a b l i s h  a la r g e  m ark etin g  
o r g a n is a t io n ,  and t h i s  was b eca u se  o f  th e  e x i s t e n c e  o f  v ery  c lo s e  
t i e s  w ith  th e  MAA. However, th e r e  s t i l l  rem ained th e  problem  o f  
m aking c o n ta c t  w ith  sm all f ir m s  ig n o r in g  th e  a d v iso r y  s e r v ic e s  
prom oted by th e  MAA a t  n a t io n a l  and l o c a l  l e v e l .  The f a c t  th a t  
th e  u s e r s  o f  th e  com pany's s e r v ic e s  ten d ed  to  be th e  more pro­
g r e s s iv e  f ir m s  in d ic a t e d  th e  e x te n t  o f  t h i s  problem .
B e fo re  in t r o d u c in g  th e  second s tu d y  -  th e  P r i n t i n g  
I n d u s t r y  Survey -  some comments w i l l  be made upon th e  p rob lem s 
fa c e d  w h ile  u n d e r ta k in g  th e  s tu d y  on th e  p ro v id e r s  and u s e r s .  I t  
was found  t h a t  m ost o f  th e  p ro v id e rs  app ro ach ed  r e fu s e d  to  
c o -o p e ra te  e i t h e r  on th e  g rounds o f  m a in ta in in g  o p e ra t in g  s e c re c y , 
o r  b e ca u se  o f  an ad h eren ce  to  a  code o f  p r o f e s s io n a l  conduct and 
p r a c t i c e .  T h is , th e r e f o r e ,  p roved  to  be a m a jo r problem  and i t  
can be  summed up by q u o tin g  from some c o rre sp o n d e n c e  re c e iv e d  a t  
th e  tim e  :
•  "Sm all f irm  c o n su lta n c y  i s  a c o m p e ti t iv e  b u s in e s s  
and h a v in g  d ev elo p ed  my own modes o f  app roach  to  
th e  m a jo r problem  o f  i n i t i a l  p e n e t r a t i o n  o f  
p ro s p e c t iv e  c l i e n t s ,  I  am n o t ,  n a t u r a l l y ,  keen  
to  d iv u lg e  t h i s ,  even in  th e  cau se  o f  g en u in e  
r e s e a r c h . "
S im i la r ly ,  i n  h i s  s tu d y  on a s s o c ia t io n s  and c o n s u l t a n t s ,  Hyman 
commented t h a t  in  th e  c o n su lta n c y  a ss ig n m en t f i l e s  m a in ta in e d  by 
f irm s  o f  management c o n s u l ta n ts  th e r e  m ust e x i s t  a  r i c h  so u rc e  o f
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r e s e a r c h  d a ta ,  w hich i f  made a v a i l a b le  would be b e n e f i c i a l  to  
in d u s t r y  in  g e n e r a l ,  a s  w e ll as  to  th e  o r g a n is a t io n s  and
(2 )in d iv id u a l s  u n d e r ta k in g  r e s e a rc h  on management p ro b lem s.^  '
The m ain le s s o n  le a r n e d  from th e  s tu d y  on p ro v id e r s  and u s e r s  
was t h a t  th e  r e s e a r c h  b a se  was in a d e q u a te , b e in g  to o  narro w  i n  
r e s p e c t  o f  th e  c o n c e n tr a t io n  on th e  p ro v id e r s  o f  management 
c o n su lta n c y  and a d v iso ry  s e r v ic e s .  T h e re fo re , th e  r e s e a rc h  b a se  
was w idened to  in c lu d e  th e  o th e r  ty p e s  o f  o r g a n is a t io n  p ro v id in g  
o u ts id e  s e r v ic e s  o f  one k in d  o r  a n o th e r .  A lso , th e  r e s e a rc h  
app ro ach  was r e c o n s id e re d  in  th e  l i g h t  o f  th e  c o -o p e ra t io n  g iv e n  
by th e  th r e e  u s e r  f i r m s , and a c c o rd in g ly  i t  was d e c id e d  to  
c o n c e n tr a te  upon th e  u s e r  o f  o u ts id e  s e r v ic e s  as opposed to  th e  
p r o v id e r .
F in a l ly ,  i n  th e  s tu d y  on p ro v id e r s  and u s e r s  an a tte m p t was 
made to  d e te rm in e  w h e th er a  sm all f irm  can  form * o r g a n is a t io n a l  
s la c k * , i . e . ,  s u rp lu s  management r e s o u r c e s ,  by u s in g  o u ts id e  
s e r v ic e s .  A p art from th e  d i f f i c u l t y  su rro u n d in g  th e  q u a n t i f i c a t i o n  
o f  any such  s u r p lu s ,  i t  was found  t h a t  th e  th r e e  f irm s  had  u se d  
o u ts id e  s e r v ic e s  b e ca u se  management r e s o u rc e s  w ere l im i t e d  i n  c e r t a i n  
a r e a s .  T h e re fo re ,  th e  u s e  o f  o u ts id e  s e r v ic e s  r e l a t e d  to  th e  
f i l l i n g  i n  o f  a  v o id  i n  management r e s o u r c e s ,  th e re b y  s t r e n g th e n in g  
th e  management o f  a  p a r t i c u l a r  sm all f i rm .
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C H A P T E R  7 
BACKGROUND TO THE PRINTING INDUSTRY
STRUCTURE In  1964, approxim ately 4,000 firm s were members o f
th e  B r i t i s h  P r in tin g  I n d u s tr ie s  F ed era tion  (B P IF ).*  An a n a ly s is  
o f  t h i s  membership produced th e  s iz e  d is t r ib u t io n  th a t forms Part A. 
o f  T able 7» 1 o v e r le a f.^  From th e  ta b le  i t  can be seen th a t 88.7  
per c e n t ,  o f th e  firm s employed l e s s  than 100 p erso n s, and th a t 9 7 .3  
per c e n t ,  employed l e s s  than 300 p erso n s.
I n  1968, th e  BPIF sen t a  lab o u r fo rc e  e n q u i r y ^ t o  3,340 o f 
i t s  membership o f n e a r ly  4,000 f irm s . 2,531 o f  th e s e  firm s responded, 
and th e  s iz e  d i s t r ib u t io n  produced forms p a r t  B. o f  T ab le  7 .1 » From 
th e  t a b le  i t  i s  ap p aren t th a t  82 .6  p e r c e n t ,  o f th e  resp o n se  c o n s is te d  
o f f irm s  employing up to  99 p e rso n s , w ith  th e se  firm s  acco u n tin g  fo r  
27 .6  p e r  c e n t ,  of th e  lab o u r fo rc e . Firm s em ploying up to  249 persons 
re p re se n te d  93 .9  p e r c e n t, o f th e  re sp o n se , and in  tu rn  employed 52.3 
p e r  c e n t ,  o f th e  la b o u r fo rc e . Although th e  1964 and 1968 s t a t i s t i c s  
a re  n o t d i r e c t l y  com parable, th e  f a c t  t h a t  th e  l a t t e r  were based  on 
ap p rox im ate ly  60 p e r  c e n t, o f th e  F e d e ra t io n 's  membership i s  s u f f ic ie n t  
re a so n  to  suggest th a t  sm all and m edium -sized firm s  had m ain ta ined  a 
dom inant p o s i t io n  in  term s o f num bers.^ I t  was th ough t th a t  th e  non­
re sp o n d en ts  were, in  th e  main, very  sm all f i rm s . A lso , i t  was 
e s tim a te d  th a t  94 p e r  c e n t, o f th e  firm s th e n  in  membership employed 
l e s s  th a n  200 perso n s and betw een them employed about 51 p e r  c e n t ,  o f 
th e  la b o u r fo rc e . O u tside  o f  th e  F e d e ra tio n  i t  was co n sid ered  th a t  
th e r e  were rough ly  2,000 firm s i n  th e  in d u s try ,  and ag a in , i t  was
* U n ti l  i t  was renamed th e  B r i t i s h  P r in t in g  I n d u s t r i e s  F e d e ra tio n  in  
1974, th e  F e d e ra tio n  was known a s  th e  B r i t i s h  F e d e ra tio n  o f M aster 
P r in t e r s .
+ The BPIF d e f in e s  a  sm all firm  in  th e  p r in t i n g  in d u s try  as one employing 
up to  25 p e rso n s; a  m edium -sized firm  employs betw een 25-250 p e rso n s; 
and a  la rg e  firm  employs more th an  250 p e rs o n s . A ccording to  th e  BPIF, 
many o f  th e  sm all f irm s in  th e  p r in t in g  in d u s t ry  a re  in d iv id u a l ly  
owned, o r a re  fam ily  b u s in e s s e s .
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Table 7*1 Size Distribution and Bnployment Trends in Print -  BPIF Member 
Finns, 1964, 1968 and 1974-
(A) Size Distribution of BPIF Member Firms, 1964
ftm:"Splp^ees Percental of member finns
Under 25 employees 62.2
25 -  49 16.2
5 0 - 9 9  10.3
100 -  299  8.6
3 0 0 - 9 9 9  2 .5
1,000 and over 0 .2
100.0
Mote; The table relates to a membership of approximately 4,000 firms.
Source: Economio Study of the printing industry. London. Britibh Federation 
of Master Printers. May 1965* P*25«
(b) Size Distribution of BPIF Member Firms, 1968
S ize  range  o f  
Firm: employees
Mo. o f 
firm s
P ercen tage  o f 
responden ts
Mo. o f  f u l l - t im e  
enployees
P ercen tage  o f 
lab o u r fo rc e
0 -  9 693 27 .4 3,267 1.8
10 -  24 679 26.8 10,908 6.0
25 -  49 412 16 .3 14,373 7.9
50 -  99 306 12.1 21,682 11.9
100 -  249 285 11.3 45,094 24 .7
250 -  499 104 4 .1 36,395 19.9
500 -  999 34 1 .3 22,861 12.5
1,000 -  1,999 15 0 .6 19,033 10.4
Over 2,000 3 0.1 9,008 4 .9
2,531 100.0 182,621 100.0
Mote: The 1968 lab o u r fo rc e  enq \d ry  was sen t by  th e  F ed e ra tio n  to  3,340 o f  
' i t s  membership o f  n e a r ly  4,000  f irm s : 2,531 f irm s responded .
Source: E vidence subm itted  i n  January  1970 by th e  B r i t i s h  F ederaticm  o f  M aster 
P r i n te r s  t o  th e  Committee o f In q u iry  on Small F irm s, p . 1.
(c )  Employment in  P r in t ,  1974
S ize  range  o f  firm : P ercen tag e  o f P ercen tag e  o f
employees resp o n d en ts la b o u r fo rc e
0 -  9 2 6 .7 1.9
10 -  24 27 .0 6.0
25 -  49 16.6 . 7.9
50 -  99 12.3 11.7
100 -  249 11.1 23 .8
250 -  499 3 .8 17.8
500 -  999 1.9 16.6
1,000 -  1,999 0 .4 6 .3
2,000 + 0 .2 8 .0
100.0 100.0
Source: Printing industry facts and figures, 1975» BPIF. p.21.
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t h o u ^ t  t h a t  th e se  were m ostly  very  sm all. For th e  in d u s t ry  as  a 
whole, i t  was e s tim ated  th a t  f irm s w ith  le s s  th a n  200 employees made 
up about 96 p e r  c e n t ,  o f th e  p o p u la tio n , and employed about 55 p e r 
c e n t ,  o f th e  lab o u r fo rc e .  Because o f th e  v a r ia t io n  in  o u tp u t p e r 
head betw een la rg e  and sm all f irm s , th e  l a t t e r  p ro b ab ly  produced in  
th e  re g io n  o f  46 p e r  c e n t, o f th e  in d u s t r y 's  t o t a l  o u tp u t, and 
accounted fo r  about 40 p e r  c e n t, of th e  c a p i ta l  enployed i n  th e  
in d u s t ry .  T h e re fo re , from th e se  s t a t i s t i c s  i t  i s  ap p aren t th a t  firm s 
w ith  l e s s  th a n  200 employees made up th e  dominant p a r t  o f th e  in d u s t r y 's  
p o p u la tio n , and a ls o  th a t  t h i s  s e c to r  i t s e l f  was dom inated by very  
sm all f i lm s .
I n  November 1974» th e  I n d u s t r i a l  R e la tio n s  Departm ent o f th e  
BPIF sen t an in q u iry  to  a  sample o f th e  membership -  which was th en  
app rox im ate ly  3,700 firm s -  on th e  su b je c t o f employment t r e n d s .
I t  was e s tim a ted  th a t  th e  resp o n se  accounted f o r  over 50 p e r  c e n t ,  
o f  th e  la b o u r fo rc e  enployed i n  g en era l p r in t in g  and p u b lis h in g .
The s iz e  d i s t r i b u t io n  produced from th e  in q u iry  forms p a r t  C. o f 
T ab le  7.1 .  From th e  ta b le  i t  can be seen th a t  82*6 p e r c e n t, o f 
th e  re sp o n d en ts  employed up to  99 p e rso n s, r e p re s e n tin g  27*5 p e r 
c e n t ,  o f th e  lab o u r fo rc e ;  and th a t  93*7 p e r c e n t ,  employed up 
to  249 p e rso n s , r e p re s e n tin g  51«3 p e r  c e n t, o f th e  lab o u r fo rc e .
The in q u iry  a ls o  re v e a le d  c e r ta in  in fo rm a tio n  on th e  re g io n a l 
d i s t r i b u t i o n  o f  p r in t in g  w orkers, w ith  t h i s  b e in g  s e t  out in  
T ab le  7*2, o v e r le a f .
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T ab le  7 .2  : R eg ional d i s t r i b u t io n  of p r in t in g  w orkers employed by
BPIP member f irm s  in  England and Wales, 1974
A llia n c e  ; R eg ional body o f BPIP P ercen tag e  of employment
London 15.6
N orth E a s te rn 2 .5
N orth  W estern 0 .3
Y orksh ire 9 .0
L an cash ire  and C hesh ire 10.6
M idlands 17.2
E ast A ng lia 8 .4
South W estern 11.9
Home C ounties 22 .9
Wales 1.6
Source: P r in t in g  in d u s try  f a c t s  and f ig u r e s ,  1975* BPIP, p . 20.
Two f a c t s  viiich emerged from t h i s  in q u ir y  have a  b e a r in g  upon 
th e  u n d e rta k in g  o f  th e  P r in t in g  In d u s try  Survey:
( 1) T hat sm all f irm s  (up to  25 enp loyees) and m edium -sized f irm s  
( 25-250 em ployees) were m a in ta in in g  a  dominant p o s i t io n  in  th e  
p r in t in g  in d u s t r y  i n  te rm s o f numbers.
( 2) That th e  South  W estern re g io n  i s  one o f th e  b ig g e r  c e n tr e s  o f  
p r in t in g  i n  B r i t a in  i n  te rm s o f  w orkers employed.
The p r in t i n g  in d u s t ry  has o f te n  been c i te d  a s  an under-developed  
in d u s try , l a r g e ly  because  o f i t s  frag m en ta tio n . However, th e  BPIP 
c o n s id e rs  t h a t  t h i s  degree  o f frag m en ta tio n  m ight e x is t  because  i t  
p ro v id es  th e  most e f f i c i e n t  s t r u c tu r e  w ith in  th e  p re se n t i n d u s t r i a l  
environm ent. I n  t h i s  c o n te x t, i t  i s  s ig n i f ic a n t  th a t  th e  p r in t in g  
in d u s t r ie s  o f o th e r  c o u n tr ie s  a re  s im i la r  in  s iz e  s t r u c tu r e  to  th a t
132 .
o f th e  U .K ., e s p e c ia l ly  i n  th e  U.S.A. where th e  average s iz e  o f
e s ta b lish m e n t i s  even sm a lle r  th an  th a t  o f th e  U.K. Moreover, th e
*
F e d e ra t io n 's  in te r - f i r m  com parison scheme has produced in fo rm a tio n  
which in d ic a te s  th a t  th e  sm a lle r  firm s in  th e  in d u s t ry  a re  more 
e f f i c i e n t  i n  re sp e c t o f th e  value  added p e r £ o f p la n t  th a n  a re  th e  
la r g e r  ones. In  tu rn ,  t h i s  r e f l e c t s  th e  d i f f i c u l t i e s  p re s e n t ly  faced  
by th e  la r g e r  p r in t in g  e s ta b lish m e n ts  in  co n n ec tion  w ith  ea rn in g  a 
s a t i s f a c to r y  r e tu rn  on in v es tm en t, a s  th e se  f irm s  ten d  t o  use modern 
and very  expensive p la n t  and m achinery . When th e  'v a lu e  o f p la n t  
p e r f a c to ry  em ployee' and 'v a lu e  added p e r £ o f f a c to ry  w ages' a re  
co n sid ered  to g e th e r ,  i t  becomes c le a r  t h a t  th e  la r g e r  firm s  ten d  to  
ge t l e s s  va lue  added p e r pound o f f a c to ry  wages p a id  th an  th e  sm a lle r 
ones do, a lthough  th e  form er appear to  be more c a p i t a l  in te n s iv e .  I t  
th e re fo re  seems ev id en t from t h i s  th a t  t h e i r  u se  o f la b o u r must be 
l e s s  e f f i c i e n t  th an  th a t  o f th e  sm a lle r  f in n s ;  and th a t  th e  la r g e r  
f irm s  seem to  be in  th e  u n en v iab le  p o s i t io n  o f b e in g  b o th  lab o u r and 
cap i t a l  in te n s i  v e .
ECONOMIC TRENDS The p e rcen tag e  in c re a s e  i n  s a le s  reco rd ed  by
th e  fo u r  s e c to rs  o f th e  p r in t in g  in d u s try  -  G eneral P r in t in g  and 
P u b lish in g , Newspapers and P e r io d ic a ls ,  M anufactured S ta t io n e ry , 
C artons -  over th e  p e rio d  1970 -  74 a re  s e t  out in  T ab le  7.3» 
o v e r le a f .  I n  th e  c a lc u la t io n  o f th e  f ig u r e s  1970 was used as th e  
base  y e a r .  The P r in t in g  In d u s try  Survey was c h ie f ly  concerned w ith  
sm a lle r  f irm s , i . e . ,  sm all p r in t in g  firm s and m edium -sized f irm s , 
o p e ra tin g  i n  two o f th e  above s e c to r s ,  namely:
(a )  G eneral p r in t in g  and p u b lis h in g .
(b) Newspapers and p e r io d ic a l s .
* The in te r - f i r m  com parison scheme g a th e rs  in fo rm a tio n  from more 
th an  300 f irm s , r e p re s e n t in g  5 p e r  c e n t ,  o f th e  firm s in  th e  
in d u s try ,  7 p e r c e n t, o f th e  BPIF membership and 25 p e r c e n t, 
o f th e  i n d u s t r y 's  la b o u r fo r c e .
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T ab le  7*3 î P e rcen tag e  in c re a s e  in  s a le s  reco rded  by th e  fo u r 
s e c to r s  o f  th e  p r in t in g  and p u b lish in g  in d u s try  
betw een 1970 and 1974 in  c o n s ta n t 1970 p r ic e s
S e c to r P ercen tag e  in c re a s e
G eneral p r in t in g  and p u b lish in g 14.9
Newspapers and p e r io d ic a l s 8 .7
M anufactured s ta t io n e r y 30.1
C arto n s, e t c . 20 .6
N o te s ; (a ) D uring t h i s  p e rio d  th e  G ross Domestic P roduct in c re a se d  
by 10.7 p e r  c e n t.
(b) Exports c o n s is te n t ly  exceeded im ports  by a wide m argin . 
For in s ta n c e  in  1974 th e  fav o u rab le  tr a d e  b a lan c e  was 
£71 .8  m il l io n .
Source: P r in t in g  in d u s try  f a c t s  and f ig u r e s ,  1975* BPIF. p . i i .
T able  7 . 4 , o v e r le a f ,  c o n ta in s  more d e ta i le d  in fo rm a tio n  about 
th e  s a le s  reco rd ed  by th e  fo u r  s e c to r s  over th e  same p e r io d . From 
th e  ta b le  i t  can be seen th a t  th e  in d u s try  achieved  a  s te a d y  
expansion  in  s a le s  betw een 1970 and 1973« However, a  l e v e l l i n g - o f f  
occu rred  i n  1974 i n  a l l  s e c to r s  a p a r t from c a r to n s . A lthough th e  
f ig u r e s  do n o t in c lu d e  e s ta b lish m e n ts  employing le s s  th an  25 p e rso n s, 
i . e . ,  sm all p r in t i n g  f irm s , th e re  i s  an in d ic a t io n  th a t  th e  in d u s try  
as  a  vàiole was f a i r l y  buoyant in  term s o f s a le s  over th e  fo u r -y e a r  
p e r io d .
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T able  7*4 : S a le s  o f  th e  P r in t in g  and P u b l i sh in g  I n d u s t r y ,  1970-74
S e c to r
C u rren t p r ic e s  : £ m il l io n
1970 1971 1972 1973 1974
G eneral p r in t in g  and p u b lis h in g 577 677 753 829 1007
Newspapers and p e r io d ic a l s 682 740 848 993 1099
M anufactured s ta t io n e r y 146 182 206 248 317
C arto n s, e t c . 320 345 385 463 639
1970 p r ic e s  : £ mi H i on
G eneral p r in t in g  and p u b lis h in g 577 623 644 665 663
Newspapers and p e r io d ic a ls 682 676 724 776 741
M anufactured s ta t io n e r y 146 164 174 194 190
C arto n s, e tc . 320 321 339 376 386
N o tes; (a )  The f ig u re s  r e l a t e  to  s a le s  o f e s ta b lish m e n ts  employing 
25 or more p e rso n s .
(b ) I t  was e s tim a ted  by th e  BPIP th a t  th e  above s t a t i s t i c s  
cover s a le s  o f  e s ta b lish m e n ts  em ploying app rox im ate ly  
80 p e r  c e n t, o f th e  la b o u r fo rc e  in  g e n e ra l p r in t in g  
and p u b lish in g , and about 95 p e r  c e n t ,  o f employment i n  
o th e r  s e c to r s .
(c )  The in d ex  o f r e t a i l  p r ic e s  was used to  c a lc u la te  s a le s  
o f new spapers and p e r io d ic a l s  a t  1970 p r i c e s .  I n  o th e r  
c a se s  th e  in d ic e s  o f o u tpu t p r ic e s  o f  th e  r e le v a n t  
s e c to r s  were u sed .
Source: P r in t in g  in d u s try  f a c t s  and f ig u r e s ,  1975* BPIP. p p .1-2.
D e ta i l s  o f p r in t in g  c o s ts  and p r ic e s  which r e l a t e  to  th e  
p e rio d  1968 t o  1975 have been in c lu d ed  in  T ab le  7*5» o v e r le a f .  
These s t a t i s t i c s  have been p re se n te d  because  th e  growth o f  th e  
firm s re sp o n d in g  to  th e  P r in t in g  In d u s try  Survey q u e s tio n n a ire
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was to  be measured i n  term s o f  an in c re a s e  in  s a le s  tu rn o v e r  over a  
th re e -y e a r  p e rio d  p r io r  to  th e  d a te  o f th e  q u e s t io n n a ir e . A ccord ing ly , 
i t  was a n t ic ip a te d  th a t  re sp o n d en ts  would d iv u lg e  f ig u r e s  r e l a t i n g  to  
th e  f in a n c ia l  y e a rs  1972-74» or 1973-75*
T ab le  7 .5  : P r in t in g  C osts and P r ic e s , 1968 -  1975
Year We dcly E arn ings
P r ic e  o f p r in t in g  
and w r i t in g  p ap ers R e ta i l  P r ic e s
P r ic e  o f 
g e n e ra l p r in t in g
1968 82.1 89 .2 89.2 88.1
1969 89.2 91.7 94.0 9 1 .4
1970 100.0 100.0 100.0 100.0
1971 109.3 106.6 109.4 108.7
1972 125.2 110.9 117.2 116.9
1973 140.7 122.3 128.0 124.7
1974 162.6 173.9 148.4 151.9
1975 199.0 221 .3 184.4 184.8
N otes: (a )  1970 = 100.
(b) The o f f ic ie l ,  in d ic e s  o f weekly ea rn in g s  ( J u ly  1972 = IOO) 
and o f  r e t a i l  p r ic e s  (Jan u ary  1974 = 100) have been  
reb a se d  on 1970 = 100 to  make them e a s ie r  to  compare w ith  
th e  in d ic e s  o f  p r ic e s  o f  p r in t in g  and w r i t in g  p ap ers  and 
o f  g e n e ra l p r in t in g  and p u b lis h in g .
(c )  The in d ex  o f  ea rn in g s  m easures changes i n  average w eekly 
e a rn in g s  o f a l l  w orkers i n  th e  p ap e r , p r in t in g  and p u b li shy­
in g  i n d u s t r i e s .  The i i b i c e s  o f p r ic e s  o f  paper and g e n e ra l 
p r in t in g  m easures changes i n  th e  home s e l l i n g  p r ic e s  o f  th e  
o u tp u t o f th e  in d u s t r ie s  concerned .
Source; P r in t in g  in d u s try  f a c ts  and f ig u r e s ,  1975* BPIP, p p . 12-13*
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R e fe r r in g  again  to  T ab le  7*5» i t  can be  seen th a t  th e  p r ic e  
o f g e n e ra l p r in t in g  in c re a s e d  by  84 .8  p e r c e n t ,  betw een 1970 and 
1975» by  35 p e r  c e n t ,  betw een 1972 and 1974» and by 60.1 p e r  c e n t ,  
betw een 1973 and 1975* I t  was co n sid e red  th a t  th e se  p r ic e  in c re a s e s  
would se rv e  as a  g e n e ra l gu ide  to  th e  s e p a ra tio n  o f a c tu a l  in c re a s e s  
i n  s a le s  tu rn o v e r  reco rd ed  by respondents»  from th o se  which cou ld  be 
term ed i n f l a t i o n a r y  in c r e a s e s .
0ÎTRY INTO THE INDUSTRY I n  ev idence subm itted  to  th e  B o lton
Committee, th e  BPIP s ta t e d  th a t  e n try  in to  th e  in d u s try  i s  r e l a t i v e l y  
sim ple as  a  sm all p re s s  can be o b ta in ed  cheap ly  and can be o p e ra ted  
i n  an a re a  n o t much le irg e r th an  a  normal g a rag e . T h is  means t h a t  i t  
i s  p o s s ib le  f o r  an in d iv id u a l  to  b u ild -u p  a  sm all b u s in e s s  on a  p a r t -  
tim e b a s is  u n t i l  i t  i s  la rg e  enough to  occupy him f u l l - t im e .  
T r a d i t io n a l ly ,  th e n , such a c t i v i t i e s  have ensured th a t  th e re  were 
p le n ty  o f  new firm s  e n te r in g  th e  in d u s try  a t  th e  bottom  end o f  th e  
s iz e  s c a le .  However, i n  more re c e n t tim es e n try  i n  te rm s o f p u rch asin g  
new equipment and m achinery  has proved to  be more d i f f i c u l t  b ecau se  o f 
la rg e  in c re a s e s  i n  th e  c o s ts  o f c a p i t a l  equipm ent, e . g . ,  p r in t in g  
m achines. Thus th e  new e n tra n t  i s  nowadays r e ly in g  more on th e  
u t i l i s a t i o n  o f  second-hand and re c o n d itio n e d  m achinery.
ADVANTAGIS OP SMAT.I# FIRMS The advantage o f th e  sm all f irm  i s
th a t  management i s  much c lo s e r  t o  th e  problem s o f th e  b u s in e s s .
A lso, th e  in d iv id u a l  c o n t r o l l in g  th e  b u s in e ss  i s  g e n e ra l ly  very  
c lo se  to  h i s  custom ers. F or in s ta n c e ,  a t  th e  low er end o f  th e  s iz e  
range he w i l l  know them p e rs o n a lly , and he w il l  p ro b ab ly  be  One o f 
th e  f i r m 's  most im p o rtan t salesm en. T h is  c lo se  c o n ta c t i s  very  
im p o rtan t when c o n s id e r in g  th e  bespoke n a tu re  o f  many p r in t in g  
p ro d u c ts . A cco rd ing ly , th e  management o f a  sm all p r in t in g  firm  i s
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a b le  to  p la c e  p r i o r i t i e s  on d e l iv e ry  d a te s ,  p r ic e ,  q u a l i ty  and to  
re o rg a n is e  th e  fa c to ry  lo a d in g  to  meet th e  demands o f custom ers.
The lo n g e r th e  chain  o f communication betw een th e  custom er and 
s e n io r  management, th e  more d i f f i c u l t  and l e s s  c e r ta in  such oper­
a t io n s  become. Management in  sm all f irm s  i s  a ls o  much c lo s e r  to  th e  
shop f lo o r  and consequen tly  th e re  i s  more l ik e l ih o o d  th a t  a  h ig h e r 
d eg ree  o f f l e x i b i l i t y  w i l l  be o b ta in ed  from th e  la b o u r fo rc e , t h i s  
i n  i t s e l f  b e in g  very  im p o rtan t to  f irm s  o p e ra tin g  i n  an in d u s try  
where th e  flow  o f work can be very  v o l a t i l e .
PROBLEMS FACING SMALL FIRMS I n  g e n e ra l , sm all p r in t in g  firm s
f in d  d i f f i c u l t y  in  p roducing  s p e c i a l i s t  m anagers, m ain ly  because 
th e  n a tu re  o f o p e ra tio n s  and th e  developm ent o f th e  firm  demands a  
c e r ta in  ty p e  o f manager, namely one who can accom plish  a  v a r ie ty  o f 
ta s k s  i n  a  ro u tin e  manner. The p r o p r ie to r s  o f th e  very  sm all f irm s 
u s u a l ly  d iv id e  tim e between p ro d u c tio n  o p e ra tio n s  and management/  
a d m in is tra t io n , and i f  such f irm s  do grow, t h e i r  managements s t i l l  
m a in ta in  a  c lo se  involvem ent w ith  th e  d e t a i l s  o f p ro d u c tio n , w ith  
th e  freq u e n t r e s u l t  b e in g  th a t  s p e c i a l i s t  managenent s k i l l s  a re  no t 
developed from w ith in . I n  c o n tr a s t ,  la r g e  p r in t in g  f irm s  have a  
requ irem en t fo r  s p e c ia l i s t  management s k i l l s  to  cope w ith  th e  more 
com plicated  problem s o f  m sirketing, f in a n c e , a d m in is tra tio n , e t c . ,  
and o f  co u rse  th e  e x p e r t is e  i s  developed i n t e r n a l l y  by  a c q u ir in g  
s u i ta b ly  q u a l i f ie d  s t a f f .  However, th e  sm all p r in t in g  firm  may be 
u n ab le  to  f in a n c e  th e  p ro v is io n  o f s p e c i a l i s t  management s k i l l s  on 
a  con tinuous b a s i s ,  o r th e se  s k i l l s  m ight n o t be  re q u ire d  on a  f u l l ­
tim e b a s i s ,  o r even i t  m ight be co n sid e red  th a t  s p e c i a l i s t  knowledge 
i s  n o t needed, or th a t  e x p e r t is e  developed from c o n tac t w ith  o th e r  
i n d u s t r ie s  does no t r e a l l y  have a  b e a r in g  on th e  a c t i v i t i e s  o f 
s o lv in g  p ro b len s  in s id e  a  sm all p r in t in g  f irm .
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INFLUMCE OF CRAFT IDEALS A gainst th e  t r a d i t i o n a l  background of
th e  p r in t in g  manager b e in g  a p r in t e r  f i r s t  and a  manager second, B arry  
( 1970) undertook  some re se a rc h  in  th e  in d u s try  by making com parative 
in -d e p th  s tu d ie s  o f a  number o f p r in t in g  f i r m s . T h e  re se a rc h  was 
p r im a r i ly  concerned w ith  management s ty le ,  o rg a n is a tio n  s t r u c tu r e  and 
o rg a n is a tio n a l e f f e c t iv e n e s s .  The sample c o n s is te d  o f tw e n ty -f iv e  
m edium -size and la rg e  p r in t in g  f irm s , i . e . ,  f irm s em ploying between
40 and 1,200 p e rso n s . The f in d in g s  o f  th e  re s e a rc h  re g a rd in g  th e  
background and q u a l i f i c a t io n s  o f management and s t a f f  w il l  be  r e la te d  
b r i e f l y ,  as th e  in te rv ie w e e s  po ssessed  c e r ta in  p a ro c h ia l c h a r a c te r i s t i c s .
The re s e a c h e rs  in te rv ie w ed  a t o t a l  6OI re sp o n d en ts , c o n s is t in g  
o f d i r e c to r s ,  m anagers, su p e rv iso rs , salesm en, e s tim a to rs  and o rd er 
c le r k s .  The r e s u l t s  were p re sen te d  under th e  head in g s  o f  ed u ca tio n , 
q u a l i f i c a t io n s ,  t r a in in g  and le n g th  o f exp)erience i n  th e  p r in t in g  
in d u s t ry .  A ccord ing ly , i t  was found th a t  approx im ate ly  50 p e r c e n t, 
o f th e  resp o n d en ts  had f in is h e d  t h e i r  e d u ca tio n  a t  e lem en tary  or 
secondary modern sch o o ls ; and 8 l p e r  c e n t ,  had com pleted t h e i r  f u l l ­
tim e  edu ca tio n  by th e  age o f 16 (33 p e r  c e n t ,  by th e  age o f 14) .
41 p e r  c e n t, o f th e  re sp o n d en ts  p o ssessed  no form al q u a l i f i c a t io n s ;
3 p e r  c e n t, were p ro f e s s io n a l ly  q u a l i f ie d ;  and 2 p e r  c e n t ,  were 
g ra d u a te s . 44 p e r  c e n t ,  o f th e  re sp o n d en ts  claim ed to  have re c e iv e d  
some form al management t r a in in g ,  a l t h o u ^  only  15 p e r  c e n t ,  had 
a tte n d ed  co u rses  l a s t i n g  fo r  more th an  one week; and 51 p e r c e n t .
o f  th o se  in te rv ie w ed  had com pleted a  c r a f t  a p p re n tic e s h ip . 8 l p e r  c e n t, 
o f th e  resp o n d en ts  had worked in  th e  p r in t in g  in d u s try  f o r  more th an  
te n  y e a rs , and 54 p e r  c e n t, fo r  more th a n  tw enty  y e a r s ;  55 p e r  c e n t, 
had worked fo r  th e  same employer f o r  more th an  te n  y e a r s , and 33 p e r  
c e n t ,  fo r  more th an  tw enty  y e a rs ; 7 p e r  c e n t ,  had worked in  th e
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in d u s try  f o r  f iv e  y e a rs , o r l e s s ;  and 29 p e r  c e n t ,  had fo llow ed  a 
fam ily  t r a d i t i o n  o f seek in g  work in  th e  p r in t in g  in d u s t r y .
The Economic Study o f th e  P r in t in g  In d u s try  em phasised th a t
p r in t in g  i s  an in d u s try  wedded to  a  h ig h  s tan d a rd  o f c r a f t  i d e a l s ,
and th a t  most o f  i t s  management i s  n o t only  conversan t w ith  te c h n ic a l
and c r a f t  s k i l l s ,  b u t a ls o  has c o n s id e ra b le  p r a c t i c a l  ex p erien ce  in
u s in g  them . I n  o th e r  words, c ra ftsm an sh ip  dom inated th e  in d u s try  from
th e  to p  downwards. T h is  f a c to r  has tended  to  t i e  f irm s  and t h e i r
managements much more c lo s e ly  to  s p e c i f ic  te c h n o lo g ie s  th a n  m ight
have been th e  case  had n o t c ra ftsm an sh ip  been h e ld  i n  such h ig h
esteem . F or th e  same rea so n  th e  in d u s try  h as alw ays been  much
concerned w ith  m a in ta in in g  h i ^  q u a l i ty  i n  th e  p ro d u c tio n  o f p r i n t .
However, t h i s  o b je c t iv e  i s  r e le v a n t  only  when th e  custom er re c o g n ise s
q u a l i ty  and i s  p rep ared  to  pay f o r  i t .  The in d u s try  has a lso  been
*
n o ta b le  f o r  p ay in g  h i ^  wages, and w ith  freedom of access  to  employ­
ment th e  in d u s try  could have a t t r a c t e d  lab o u r which was above average 
in  q u a l i ty .  But th e re  has been no freedom o f acce ss  to  employment: 
i n  i t s  p la c e  th e r e  have e x is te d  very  s tro n g  t r a d e  u n io n s , r e s t r i c t i v e  
p r a c t ic e s  and e n try  th rough  c r a f t  a p p re n tic e s h ip s  on ly .
TECHNOLOGICAL DEVELOPMENTS The in d u s try  i s  s t i l l  ev o lv in g
te c h n o lo g ic a l ly  and developm ents ensue m ain ly  from th e  a p p l ic a t io n  o f 
v a r io u s  form s o f  e le c t ro n ic s  such as  com puters, th u s  speeding-up  th e  
t r a n s i t i o n  from c ra f t-b a s e d  o p e ra tio n s . In c re a s in g ly , la r g e  s e c t io n s  
o f th e  in d u s t r y  have become sem i-au tom atic  p ro c e sse s , and in  some 
a reas  p ro c e e s se s  a re  alm ost com ple te ly  au to m atic . These developm ents 
have le d  to  a  g r e a te r  c o n c e n tra tio n  o f f in a n c e , o f p ro d u c tio n  u n i t s
* For in s ta n c e ,  i n  O ctober 1974 average  ea rn in g s  o f f u l l - t im e  manual 
male w orkers i n  g en era l p r in t in g  were £52.27 a  week compared w ith  
£49*12 a  week in  a l l  m anufactu ring  in d u s t r i e s .
See: P r in t in g  in d u s try  f a c t s  and f ig u r e s ,  1975* London. B P IF .p ii
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and much more s p e c ia l i s a t io n  i n  p r in t  work. I t  i s  expeoted th a t  t h i s  
p ro c e ss  w il l  co n tin u e  over th e  n ex t decade.
The sharp  d i f f e r e n t i a t i o n  in  p r in t in g  p ro c e sse s  w il l  ten d  to  
d isa p p e a r  and th e  d i s t i n c t i o n  betw een l e t t e r p r e s s ,  l i th o g ra p h y  and 
gravu re  w il l  become even more b lu r r e d .  M achines, except f o r  sh o r t 
ru n s , w il l  be r o ta r y ,  and i t  i s  p o s s ib le  th a t  one b a s ic  ty p e  o f 
machine w il l  f i n a l l y  ap p ea r. T h e re fo re , c o n s id e ra b le  im portance  w ill  
be a tta c h e d  to  th e  f l e x i b i l i t y  o f  p r in t in g  s u r fa c e s . Machine speeds 
w il l  co n tin u e  to  in c re a s e  w ith  th e  emphasis on r e e l —fed  and web-fed 
m achines. T h is  tre n d  coupled w ith  th e  in c re a s in g  c o s ts  o f th e  equip­
ment w il l  r e s u l t  i n  th e  m aintenance o f th e  e x i s t in g  s i tu a t io n  whereby 
th e re  i s  a  g re a te r  c o n c e n tra tio n  o f outpu t in  a  sm all number o f 
p r in t in g  f a c to r i e s .  Thus th e  in d u s try  has become more c a p i t a l  in te n s iv e  
as c a p i t a l  i t s e l f  i s  more e a s i ly  acqu ired  by  th e  la r g e r  g roups. The 
use o f p ro fe s s io n a l  management tech n iq u es  w il l  become c ru c ia l  to  th e  
su rv iv a l o f a l l  f irm s  a p a r t from th o se  which a re  sm all enough to  be 
under th e  p e rso n a l su p e rv is io n  o f  one man.
The in c r e a s in g  use o f photocom posing, com puter ty p e s e t t in g  and 
o f e le c tro n ic  d e v ic e s  f o r  p re p a ra t io n  and c o n tro l  should le a d  to  a  
re d u c tio n  i n  manpower i n  composing rooms. Such m achinery w il l  s t i l l  
r e q u ire  c r a f t  s k i l l s  fo r  o p e ra tio n  and th e  tendency  w i l l  be  fo r  
machine o p e ra to rs  to  become te c h n ic ia n s  -  h i ^ l y  t r a in e d ,  s k i l l e d ,  
p a id  and cap ab le  o f d iag n o sin g  f a u l t s  in  equipment -  a i t h o u ^  i t  w il l  
co n tin u e  to  be  n e c e ssa ry  to  employ sep a ra te  s t a f f s  o f  m aintenance 
e n g in e e rs . The use o f more au tom atic  m achinery w il l  le ad  to  a  
re d u c tio n  in  th e  s iz e  o f machine crews, b u t th e  e x te n t o f  t h i s  
re d u c tio n  w i l l  be  dependent upon th e  a t t i t u d e s  and in f lu e n c e  o f  th e  
p r in t in g  t r a d e  u n io n s . The in c re a se d  use  o f  e le c t r o n ic  system s i n  
p r in t in g  p ro c e sse s  w i l l  i n  tu rn  in c re a s e  th e  p ro p o r tio n  o f p lan n in g
141 .
and o th e r p re p a ra to ry  s t a f f  to  o p e ra t iv e s .  As th e  in d u s try  co n tin u es  
th e  sw itch from a  c r a f t  to  a  techno logy , more p ro fe s s io n a l is e d  manage­
ments w il l  p redom inate  i n  th e  f u tu r e .
The h ig h e r  r a t e s  o f ou tpu t o b ta in a b le  w il l  p la c e  more emphasis 
on th e  need to  im prove m ark e tin g  and th e  p re se n t moves to  c r e a te  o r 
develop  o rd e rs , r a th e r  th a n  c a r ry  out o rd e rs  which a re  re c e iv e d  by 
th e  in d u s try , w i l l  g a in  momentum as th e  p r o f i t s  earned  from th e  use 
of au tom atic  m achinery w i l l  depend on a  h ig h  and an even r a t e  o f 
u t i l i s a t i o n .  The developm ent o f f a s t  au tom atic  m achines w i l l  demand 
e v e n 'g re a te r  s ta n d a rd is a t io n  o f q u a l i ty ,  te x tu re  and s iz e  o f p ap er, 
and a lso  o f o th e r  a n c i l l a r y  m a te r ia ls  such as p r in t in g  in k .
With th e  in c re a s e d  c o n c e n tra tio n  and s p e c ia l i s a t io n  in  th e  
in d u s try  th e r e  w i l l  s t i l l  be c o n s id e ra b le  scope fo r  th e  sm all firm  
th a t  u n d e rtak es  g en e ra l jo b b in g , commercial and co lo u r p r in t in g .  
However, th e  p o s i t io n  o f th e  m edium -sized firm  th a t  w ishes to  grow 
w il l  prove to  be  econom ically  v u ln e ra b le  i f  th e  t r a n s i t i o n  from 
m edium -size to  la rg e  i s  n o t r a p id .  The main problem  fa c in g  t h i s  
s iz e  o f firm  w il l  be  th e  a c q u is i t io n  o f c a p i t a l  to  f in a n c e  expansion ; 
th e  co s t o f  e le v a t in g  to  th e  b ig g e r  league o f firm s i s  becoming 
p r o h ib i t iv e ,  due m ain ly  to  th e  p re v io u s ly  m entioned h i ^  c o s ts  o f 
p la n t  and m achinery . T h e re fo re , i t  appears t h a t  th e  s t r u c tu r e  o f 
th e  in d u s try  m i ^ t  f i n a l l y  evolve in to  one c o n s is t in g  o f  a  few, say  
tw enty  to  t h i r t y ,  very  la r g e  firm s  and thousands o f sm a lle r  f irm s .
The l a t t e r  would p ro v id e  ra p id  d e l iv e ry  p r in t in g  s e rv ic e s , presum ably 
u s in g  f a s t  o f f s e t  o r r o ta r y  l e t t e r p r e s s  m achines, and i n  a d d it io n  to  
s e rv in g  lo c a l  n eed s , th e s e  firm s would be ab le  to  u n d ertak e  s h o r te r -  
run  work in c lu d e d  i n  th e  p r ic e  l i s t s  o f la rg e  s p e c ia l is e d  p r i n t e r s .
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OUTSIDE SERVICES AVAILABLE
1. B r i t i s h  P r in t in g  I n d u s t r ie s  F e d e ra tio n  The BPIF p ro v id e s
a  com prehensive range o f s e rv ic e s  fo r  i t s  membership. ^ M a n y  o f 
th e se  s e rv ic e s  a re  p rov ided  fo r  sm all and m edium -sized p r in t in g  firm s* 
Member firm s re c e iv e  p u b l ic a t io n s ;  r e p o r ts ;  recom m endations; ag ree ­
ments co v erin g  wages and c o n d itio n s  f o r  o p e ra tiv e s  (n e g o tia te d  a t  th e  
n a t io n a l  le v e l  by th e  BPIF Labour Committee and th e  in d u s t r y ’s v a r io u s  
t r a d e  u n io n s ) ; economic and s t a t i s t i c a l  in fo rm a tio n  on th e  p r in t in g  
in d u s t r y .  An in fo rm a tio n  and ad v iso ry  s e rv ic e  i s  op era ted  to  d e a l 
w ith  re q u e s ts  r e l a t i n g  to  such a re a s  as i n d u s t r i a l  r e l a t io n s  and 
la b o u r m a tte r s ;  l e g i s l a t i o n  a f f e c t in g  th e  p r in t in g  in d u s try ;  HMSO 
p r in t in g  c o n tra c ts  ; g e n e ra l le g a l  m a tte rs  connected w ith  ru n n in g  a 
p r in t in g  b u s in e s s ;  ed u ca tio n a l m a tte rs  such as t r a in in g  management, 
a d m in is tra tio n , te c h n ic a l ,  c r a f t  and o p e ra tiv e  p e rso n n e l; c o s t in g  
system s and e s tim a tin g  p ro ced u res ; s u p p lie r s  o f m achinery, m a te r ia ls  
and s e r v ic e s ;  and computer ty p e s e t t in g .  From tim e to  tim e th e  
F e d e ra tio n  ru n s  c o u rses , c o n fe ren ces , sem inars and le c tu r e s  on 
re le v a n t  to p ic s  fo r  d i r e c to r s ,  e x e c u tiv e s , managers and young m anagers; 
and i n  a d d it io n , th e  l a t t e r  can m a in ta in  c lo se  c o n ta c t w ith th e  w orkings 
o f th e  BPIF by a t te n d in g  a s s o c ia t io n /A ll ia n c e  m eetings and fu n c tio n s , 
or by se rv in g  on a s s o c ia t io n /A ll ia n c e  ccx m ittees  an d /o r n a t io n a l  
s ta n d in g  com m ittees. A te c h n ic a l  ad v iso ry  s e rv ic e  e x is t s  to  a s s i s t  
member firm s w ith  th e  improvement o f  p r in t  p ro d u c tio n  e f f ic ie n c y ,  
f a c to ry  la y o u t, p ro d u c tio n  c o n tro l ,  and th e  s e rv ic e  i s  a lso  a  p u b l is h e r  
o f in fo rm a tio n  co v erin g  c u rre n t te c h n ic a l  developm ents in  th e  in d u s t r y .  
Whenever n e ce ssa ry , F e d e ra tio n  s t a f f  w i l l  v i s i t  a  member firm  to  
d is c u s s  m easures to  im prove te c h n ic a l  e f f ic ie n c y .
A management acco u n tin g  s e c t io n  encourages firm s  i n  th e  in d u s t r y  
to  u se  sound and uniform  methods o f  c o s tin g , m ain ly  i n  an e f f o r t  to
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e lim in a te  c u t - th r o a t  p r ic e  co m p etitio n . The F e d e ra tio n  c o s t in g  system 
has been  i n s t a l l e d  i n  many members* o f f lo e s  by th e  F e d e ra tio n  s t a f f  o f 
management a c c o u n ta n ts , and adv ice  on c o s tin g  and e s tim a tin g  q u e s tio n s  
i s  always a v a i la b le .  The s e rv ic e s  of th e  management acco u n tin g  s t a f f  
c u r r e n t ly  c o s t i n  th e  re g io n  o f £45 p e r  day . A guide to  c o s t r a t e s  
fo r  a l l  p r in t in g  o p e ra tio n s  i s  is su e d  p e r io d ic a l ly  to  members, and a 
com puter s e rv ic e  (o p e ra te d  in  co n ju n c tio n  w ith  an o u ts id e  computer 
bu reau) p ro v id e s  p a r t i c ip a t in g  firm s w ith  c o s t in g  and acco u n tin g  
in fo rm a tio n  on a  w eekly an d /o r m onthly b a s i s .  The computer s e rv ic e  
has been a v a i la b le  s in c e  I 966.
A nother v a lu a b le  s e rv ic e  i s  th e  management r a t i o s  scheme -  
m entioned in  an e a r l i e r  p a r t  o f t h i s  c h a p te r  — which en ab le s  p a r t i c i ­
p a n ts  to  compare t h e i r  r e tu r n - o n - c a p i ta l  and f ig u r e s  fo r  expenses, 
wages, and o th e r  c o s ts  w ith  th o se  of s im ila r  f irm s o r o th e r  s e c tio n s  
o f th e  in d u s t ry .  The in fo rm a tio n  produced in d ic a te s  vdiere improvements 
can be made. A s a la r y  survey comparing th e  rem unera tion  d e t a i l s  of a 
range o f d i f f e r e n t  job c a te g o r ie s  i s  made a n n u a lly . F in a l ly ,  c o r re s ­
pondence co u rses  a re  a v a ila b le  in  c o s tin g ; e s tim a tin g ; g e n e ra l 
te c h n ic a l  knowledge; p r in t in g  sa lesm ansh ip ; and p r in t in g  o f f ic e  
p ro ced u re . The F e d e ra tio n  runs exam inations an n u a lly  i n  a l l  o f th e se  
s u b je c ts .
I t  can th e r e f o r e  be seen  th a t  th e  BPIF p ro v id es  a  f a i r l y  
e x te n s iv e  ad v iso ry  and co n su ltan cy  s e rv ic e  to  i t s  m onbers. However, 
even though th e s e  s e rv ic e s  a re  c o n tin u a lly  promoted b o th  a t  n a t io n a l  
and re g io n a l l e v e l s ,  th e  experience  o f  th e  BPIF shows th a t  th e  demand 
from sm all f irm s  i s  n o t p ro p o r tio n a l to  th e  numbers i n  m enbersh ip .
2 . P r in t in g  I n d u s t r ie s  R esearch  A sso c ia tio n  PIRA i s  a  C o -o p era tiv e
te c h n o lo g ic a l and in fo rm a tio n  c e n tre  w orking fo r  th e  p ap er, p r in t in g  and
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packag ing  in d u s t r i e s .  I t  u n d ertak es  ( i )  lo n g -te rm  re s e a rc h  p r o je c ts  
which can be  commissioned by in d iv id u a l  companies or c a r r ie d  out on 
b e h a lf  o f  th e  in d u s try  as a  whole; ( i i )  sh o rt- te rm  p r o je c t s  which 
a re  connected  w ith  so lv in g  th e  narrow er te c h n io a l problem s o f 
in d iv id u a l  f i rm s . PIRA a lso  p ro v id es  a  te c h n ic a l  and re s e a rc h  
a b s t r a c t in g  s e rv ic e  and a  m a te r ia ls  t e s t i n g  s e r v ic e .  Over th e  l a s t  
f iv e  y e a rs  o r so , PIRA’s r o le  has been undergoing  change from o b je c t iv e  
b a s ic  re s e a rc h  to  ap p lied  re s e a rc h ; s e rv ic e  work; and in fo rm a tio n  
c o l le c t io n  and d i s s «nin a t io n .  I n  g en era l te rm s, i t  i s  e s ta b l i s h in g  
i t s e l f  a s  th e  main te c h n ic a l  c e n tre  f o r  th e  p r in t in g  in d u s try ,  under­
ta k in g  e i t h e r  re s e a rc h  o f a  background k in d , or sponsored  work 
a p p ro p r ia te  to  i t s  s k i l l s .
PIRA has  gained ex p erien ce  in  a l l  b ranches o f  th e  p r in t in g  and 
a l l i e d  t r a d e s ,  and i t  a lso  p o sse sse s  s c i e n t i f i c  e x p e r t is e .  A ccord ing ly , 
PIRA i s  i n  a  good p o s i t io n  to  p ro v id e  im p a r t ia l  te c h n ic a l  and s c i e n t i f i c  
guidance to  th e  in d u s try  and i t s  s u p p l ie r s ;  to  e x p la in  th e  needs and 
problem s o f th e  p r in t e r  to  h is  s u p p l ie r s ,  and v ic e  v e rsa ; to  s t im u la te  
th e  i n t e r e s t  o f s u p p lie rs  in  m eeting  th e s e  needs and a rra n g in g  f o r  
im p a r t ia l  t e s t s  o f th e  p ro d u c ts  when a v a i la b le ;  and to  a c t  as a  
te c h n ic a l  l i n k  betw een o th e r re s e a rc h  o rg a n is a tio n s  and th e  p r in t in g  
in d u s t r y .  A lso , PIRA i s  a  te c h n ic a l  l i s t e n in g  p o s t fo r  th e  in d u s try ,  
and a  t r a n s m i t t e r  of in fo rm a tio n , th e  l a t t e r  b e in g  p re se n te d  in  term s 
vdiich p r i n t e r s  u n d e rs tan d . L a s tly , th e re  i s  a  commitment to  making a  
c o n tr ib u tio n  tow ards im proving th e  e f f ic ie n c y  o f th e  p r in t in g  in d u s try  
by in tro d u c in g  new tech n iq u es  of a  te c h n ic a l  o r te c h n ic o -e c o n o m ic  n a tu r e ,  
e .g . ,  q u a l i ty  c o n t r o l ,n a t e r i a l s  h an d lin g , au tom ation , o p e ra tio n a l 
re s e a rc h , m arket re s e a rc h , t r a in in g  a id s ,  and so f o r th .
C oncern ing  th e  more s p e c i f ic  f e a tu re s  o f PIRA’s re s e a rc h  e f f o r t .
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a t te n t io n  has been p a id  to  p ro cess  improvement; q u a l i ty  c o n tro l ;  
and te c h n ic a l  t ro u b le  sh o o tin g  -  in c lu d ed  in  t h i s  a re a  would be 
r e s e a rc h  on th e  perform ance q u a l i t i e s  o f p a p e r . PIRA h as made e f f o r t s  
to  s t im u la te  th e  i n t e r e s t s  o f  equipment m an u fac tu rers  and p ro v id e  them 
w ith  perform ance s p e c i f ic a t io n s ;  and a ls o , u n d e rta k in g  re s e a rc h  -  
e i th e r  as  p a r t  o f a  c o -o p e ra tiv e  programme, o r as sponsored work -  
th a t  w i l l  p ro v id e  background in fo rm a tio n  on th e  perform ance o f 
m achinery . For example, th e  g re a te r  au tom ation  and programming of 
th e  p r in t in g  p re s s  w il l  undoubtedly  c o n tin u e . One p a r t  o f th e  p re s s  
r e q u ir in g  autom ation  i s  th e  in k in g  system . Thus i t  w i l l  be  n e c e ssa ry  
to  co n tin u e  w ith  th e  re d e s ig n  of t h i s  to  g a in  in c re a s e d  c o n tr o l .  But 
in  o rd e r to  accom plish  t h i s ,  f u r th e r  b a s ic  knowledge on th e  b eh av io u r 
o f in k  system s needs to  be acq u ired . A sso c ia ted  a re a s  o f re s e a rc h  
would be  th e  t r a n s f e r  o f in k  to  pap er, and th e  b eh av io u r o f p ap er 
in  th e  n ip .
A lth o u ^  many d i f f e r e n t  s e rv ic e s  a re  o ffe re d  by PIRA, a  sm all 
p r in t in g  firm  m ight be unab le  to  a ffo rd  th e  annual s u b s c r ip t io n  an d /o r 
th e  fe e s  charged fo r  te c h n ic a l  and s c i e n t i f i c  c o n su ltan c y . On to p  o f 
t h i s  th e re  i s  th e  problem  of a c c e s s a b i l i ty  f o r  th o se  firm s  lo c a te d  a 
good d is ta n c e  from PIRA 's b ase  of o p e ra tio n s  i n  S u rrey . However,
* R ecen tly  th e  Government announced p la n s  f o r  th e  g ra n tin g  o f £20m. 
a id  to  th e  p r in t i n g  m achinery in d u s try .  The i n i t i a t i v e  f o r  th e  
p r in t in g  m achinery p r o je c t  came from th e  Departm ent o f In d u s try  
which has been  concerned about th e  d e c lin e  in  th e  U.K. *s sh a re  o f 
w orld t r a d e .  I n  1971 th e  U.K. sh are  of OECD c o u n tr ie s*  ex p o rts  of 
p r in t in g  and a l l i e d  m achinery was down to  13«5 p e r c e n t, from around 
18 p e r  c e n t ,  i n  19&3. The d e c lin e  in c re a se d  i n  th e  fo llo w in g  two 
y e a rs  and i n  1973 th e  U.K. sh are  o f OECD e x p o rts  had f a l l e n  to  9*6 
p e r c e n t .  One c o n tr ib u to ry  f a c to r  i s  th e  d e c l in e  of *hot m eta l * 
p r in t in g  i n  favou r o f newer forms o f ty p e - s e t t in g ,  such as  p h o to ty p e­
s e t t i n g .  The U.K. has tended  to  be s tro n g e s t i n  *hot m etal* m achinery 
and su ffe re d  as th e  new techno logy  advanced. The Government scheme 
i s  aimed a t  encou rag ing  companies to  s tep -u p  t h e i r  e f f o r t s  to  b r in g  
on stream  m achines in c o rp o ra t in g  newer te ch n o lo g y .
See: £20m. a id  l i k e l y  fo r  p r in t in g .  F in a n c ia l  Tim es, I3 th  F eb ruary ,
1976.
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th e re  e x is t  more th a n  sixrky p r in t in g  sch o o ls  i n  th e  U .K ., and many 
o f th e se  have la b o ra to ry  f a c i l i t i e s  vàiich cou ld  he  used by  lo c a l  
p r in t in g  f irm s  in  co n n ec tio n  w ith  th e  s o lv in g  o f t e c h n ic a l ,  techno­
lo g ic a l  and s c i e n t i f i c  problem s o f p r in t  p ro d u c tio n . Whenever such 
problem s do o ccu r, i t  i s  n o t unusual f o r  p ro d u c tio n  p ro c e sse s  to  be 
slowed-down, o r  even stopped as  a  r e s u l t .  T h e re fo re , th e  sm a lle r 
p r in t in g  f irm , and in d eed  th o se  o f a  b ig g e r  s iz e  as  w e ll, would 
b e n e f i t  from th e  a v a i l a b i l i t y  o f a  lo c a l  p ro b lem -so lv in g  s e r v ic e .
3. T ech n ica l C onsu ltancy  T ech n ica l co n su ltan cy  s e rv ic e s  a re
u s u a lly  o b ta in a b le  from th e  m an u fac tu rers  o f p r in t in g  m achinery and 
a n c i l l a r y  equipm ent. A part from m eeting  any n e c e ssa ry  te c h n ic a l  
s p e c i f ic a t io n s ,  th e  s u p p lie r  w il l  u s u a lly  ad v ise  th e  custom er on 
such m a tte rs  as lo c a t io n  and th e  p ro v is io n  o f e s s e n t ia l  su p p o rtin g  
f a c i l i t i e s .  For exam ple, th e  s u p p lie r  o f composing room equipment 
w il l  u n d e rtak e  to  produce la y o u ts  -  in c o rp o ra tin g  th e  p r in c ip le s  of 
work s tu d y  -  f o r  th e  f in a l  lo c a t io n  o f th e  new equipm ent, to g e th e r  
w ith  any n e c e s sa ry  r e lo c a t io n  of e x is t in g  equipm ent.
4 . Management C onsu ltancy  In  th e  f i e l d  o f management co n su ltan cy , 
s e rv ic e s  a re  a v a i la b le  from any one o f a  la rg e  number o f management 
co n su ltan cy  f i r m s . A lthough t h i s  ex p ert adv ice  i s  a v a i la b le ,  i t s  
c o s t ,  g e n e ra l ly , does n o t in c re a s e  d i r e c t l y  w ith  th e  s iz e  o f  a  c l i e n t  
f irm . For in s ta n c e ,  th e  B P IF 's  own c o n su lta n ts  have found th a t  i t  
may ta k e  ju s t  as lo n g  to  re s o lv e  th e  problem s o f a  sm all firm  as 
th o se  o f a  l a r g e r  one. T h is  i s  m ainly  because i n  sm all f irm s th e  
management and o rg a n is a tio n  s t r u c tu r e  ten d s  to  be more nebulous
and in fo rm a tio n  system s le s s  s o p h is t ic a te d .  T h is  means t h a t  many . 
sm all f irm s i n  th e  in d u s try  o p e ra te  on a s c a le  which i s  to o  sm all 
to  j u s t i f y  th e  employment o f c o n su lta n ts  on n o n -s tan d ard  p rob lem s.
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T h e re fo re , th e  f e e s  charged hy many management co n su ltan cy  f irm s ,
e s p e c ia l ly  th e  la rg e  n a t io n a l  f irm s such as  PA Management C o n su lta n ts ,
*
a re  to o  expensive  f o r  th e  sm a lle r  p r in t in g  f irm . The problem s o f 
p ro v id in g  management co n su ltan cy  s e rv ic e s  to  th e  sm a lle r  firm  s e c to r  
o f th e  economy w il l  n o t be d isc u sse d  any f u r th e r  h e re , as th e y  were 
p re v io u s ly  covered  in  some d e t a i l  i n  C hapter 4 , Case R eports  OSP/l 
and OSF/2. However, th e  fo llo w in g  sta tem en t made by th e  BPIF in  
ev idence  su b m itted  to  the  B o lton  Committee w il l  be c i t e d ,  as i t  has 
some b e a r in g  on th e  problem :
" I f  th e  Government, th e re fo re ,  a re  concened about im proving 
th e  e f f ic ie n c y  o f sm all f irm s , th e y  m i ^ t  w e ll c o n s id e r th e  
p o s s i b i l i t y  o f ex ten d in g  th e  p i l o t  schemes v iiich  opera ted  
s u c c e s s fu l ly  i n  th e  B r i s to l  and Glasgow a re a s .  T h is  could  
e i t h e r  be  co n sid e red  as a  perm anent arrangem ent w ith  th e  
o b je c t iv e  o f im proving th e  e f f ic ie n c y  o f sm all f irm s  by 
in c r e a s in g  t h e i r  a b i l i t y  to  draw on e x te rn a l  e x p e r t is e ;  
o r i t  cou ld  be co n sid ered  as a  sh o r t to  medium-term e x e rc is e  
t o  im prove th e  e f f ic ie n c y  of a  number o f sm all f irm s  vdio 
m ight i n  tu r n  be expected  to  a c t  as c a ta ly s t s  fo r  t h e i r  
c o m p e tito rs  i n  a  g iven  m arke t.*^
* PA Management C o n su lta n ts , which was founded in  1944» has fo r  a  
lo n g  tim e  m a in ta in ed  an o p e ra tin g  s p e c ia l i s a t io n  i n  th e  p r in t in g  
and a l l i e d  t r a d e s .
+ A lthough th e  in tr o d u c t io n  o f s im ila r  schemes to  t h a t  o f the. B r i s t o l /  
Glasgow e x e rc is e  d id  n o t appear in  th e  wake o f th e  B o lton  In q u iry , 
more r e c e n t ly ,  i . e . ,  1976, and as  p a r t  o f th e  Government’s scheme 
o f  making a v a i la b le  up to  £20m. and to  encourage r a t i o n a l i s a t i o n  
i n  th e  c lo th in g  in d u s try ,  th e r e  i s  a  scheme l i s t e d  under C ategory  
1 -  C onsu ltancy  A ss is ta n ce : ’G rants a t  50 p er c e n t ,  o f  approved
c o n su lta n c y  fe e s  t o  companies or groups n o t employing more th a n  
300 p e rso n s  i n  c lo th in g  m anufactu re , fo r  th e  use  o f  c o n s u lta n ts  
t o  in v e s t i g a t e  problem s and fo rm u la te  p ro p o sa ls  d i r e c te d  a t 
im prov ing  p r o d u c t iv i ty  and e f f ic ie n c y  i n  in d iv id u a l  f i rm s . ’
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5 , P r in t in g  and P u b lish in g  In d u s try  T ra in in g  Board The PPITB was
s e t-u p  on th e  29th  May, I 968. S ince th en  many sm all f irm s  i n  th e  
in d u s t ry  have been  f a i r l y  vocal on th e  s u b je c t o f th e  PPITB, i . e , ,  
th e re  have been a  number o f com plain ts t h a t  th e  g ra n t scheme i s  
o r ie n ta te d  tow ards th e  l a r g e r  f irm s , and th a t  i t  i s  much more d i f f i c u l t  
fo r  th e  sm all firm  to  r e le a s e  s t a f f  to  a t te n d  t r a in in g  c o u rse s . I t  i s  
claim ed th a t  i t  i s  uneconom ical fo r  sm a lle r  f irm s to  produce an a n a ly s is  
o f t h e i r  t r a in in g  n eed s; to  employ a  t r a i n i n g  o f f i c e r ;  and to  r e le a s e  
s t a f f  f o r  t r a in in g  c o u rses  -  a l l  o f which a c t i v i t i e s  q u a l i f ie d  fo r  
g r a n ts .  Thus g ra n ts  cou ld  be more r e a d i ly  o b ta in ed  by la r g e r  firm s  
which tended  to  produce a  n e t income r e d i s t r i b u t io n  e f f e c t  unfavour­
a b le  t o  sm all f i rm s . D i f f i c u l t i e s  were a ls o  caused by  th e  ITB le v y , 
which, i n  many c a se s , p laced  y e t an o th er burden  on a lre a d y  s tre tc h e d  
f in a n c ia l  re so u rc e s  o f th e  sm all firm s in  th e  in d u s t ry .  But th e r e  
were some com pensating advan tages f o r  sm all f irm s; firm s w ith  a  pay­
r o l l  below  £20,000 p .a .  p a id  a  reduced g ra n t ,  and th o se  w ith  a  p a y ro ll  
l e s s  th a n  £12,500 p .a .  p a id  none a t  a l l .  More r e c e n t ly ,  p r in t in g  
concerns which s a t i s f i e d  th e  PPITB o f t h e i r  competence to  f u l f i l  
t h e i r  own t r a in in g  needs were exempt from pay in g  le v ie s  a f t e r  A p ril 
1975: exem ption c e r t i f i c a t e s  a re  g ran ted  on a y e a r ly  b a s i s ,  and any
exempt concerns found to  be f a l l i n g  below s tan d a rd s  would be b rough t 
back  in to  le v y .
A part from perfo rm ing  i t s  s ta tu to r y  fu n c tio n , th e  PPITB can 
apply  i t s  e x p e r t is e  t o  o th e r problem a re a s  in  a  sm all f irm . For 
in s ta n c e ,  an o rg a n is a t io n a l  a p p ra is a l  could  be undertaken  w ith  t h i s  
p o s s ib ly  le a d in g  to  th e  g iv in g  o f ad v ice  i n  o th e r  management a re a s  
such as f in a n c ia l  management and a d m in is tra tio n ; o r , th e  management 
o f th e  firm  concerned might be  r e f e r r e d  to  o th e r ag en c ies  or p ro v id e rs
1 4 9 .
o f  o u ts id e  s e r v i c e s .  However, th e  e x te n t  to  w hich o th e r  a d v ic e  i s  
g iv e n  i s  r e a l l y  dep en d en t upon th e  a t t i t u d e s  o f  th e  management o f  a 
p a r t i c u l a r  sm a ll f irm  and th e  d eg ree  to  which o th e r  a d v ic e  i s  
a c tu a l ly  n e ed e d , o r  i s  so u g h t.
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C H A P T E R  8 
QUESTIONNAIRE SURVEY
INTRODUCTION
1, The q u e s t io n n a ir e  was s e n t to  a  sample o f 195 p r in t in g  firm s -  
em ploying up to  200 p erso n s -  lo c a te d  i n  th e  c o u n tie s  o f  Avon, 
Som erset, G lo u c e s te rs h ire  and W ilts h ire .  The q u e s tio n n a ire s  were 
p o s ted  a t  th e  b e g in n in g  o f November 1975, and th e  survey  was 
c lo sed  down two months l a t e r  a t  th e  end o f December. A ll b u t 
fo u r  o f th e  r e p l i e s  had been re c e iv e d  by th e  end o f November.
2. 6,1 a n a ly sa b le  r e p l i e s  were re c e iv e d , w ith  t h i s  f ig u r e  r e p re s e n t­
in g  a  re sp o n se  r a t e  o f 31.28 p e r  c e n t .  I t  was t h o u ^ t  t h a t  t h i s  
resp o n se  was re a so n a b le  fo r  a  p o s ta l  q u e s tio n n a ire  su rv ey .
3# 27 re sp o n d en ts  were firm s lo c a te d  in  Avon (44*26 p e r c e n t ,  o f
th e  re s p o n d e n ts ) ; 14 (22 .95  p e r c e n t . )  were from Som erset;
8 ( 13.12 p e r  c e n t . )  were from G lo u c e s te rs h ire ;  and 12 (19*67 
p e r c e n t . )  were from W ilts h ire .
4. The s iz e  d i s t r i b u t i o n  o f th e  6 l re sp o n d en ts  c o n s is te d  o f 
35 ( 57.38 p e r  c e n t . )  i n  th e  s iz e  range 1-25 employees;
12 ( 19.67 p e r  c e n t . )  were i n  th e  range 25-50 ©nployees;
9 ( 14.75 p e r  c e n t . )  were i n  th e  range 5O-IOO employees; and 
5 (8 .2 0  p e r  c e n t . )  were in  th e  range 100-200 «nployees.
5. 50 re s p o n d e n ts  (49*18 pen  c e n t)  in d ic a te d  à  w i l l in g n e s s
to  d is c u s s  th e  s u b je c t - m a t te r  o f  th e  q u e s t io n n a ir e  i n  more 
d e t a i l .  T h is  re sp o n se  was th o u g h t t o  be en co u rag in g .
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6 . F o r th e  p u rp o se  o f  a n a ly s is  th e  61 f irm s  w ere d iv id e d  
i n t o  two g ro u p s , nam ely N o n -u sers  and U se rs . T here  
w ere 11 N o n -u se rs  and 50 U se rs , and th e  d a ta  r e l a t i n g  
to  th e s e  f i rm s  i s  p re s e n te d  in  S e c t io n s  8 .1  and 8 .2  o f  
t h i s  c h a p te r .  The 50 U sers  w ere th e n  s u b -d iv id e d  in to  
t h r e e  g ro u p s , nam ely M isc e lla n e o u s  U se rs , U n in flu e n c ed  
U se rs  and In f lu e n c e d  U se rs . T here  w ere l6  M isc e lla n e o u s  
U se rs  and th e  common f e a tu r e  o f  th e s e  f irm s  was t h a t  th ^ r  
d id  n o t g iv e  co m ple te  in fo rm a tio n  on s a l e s  tu rn o v e r .  T h ere  
w ere 17 U n in flu e n c e d  U sers  and 17 In f lu e n c e d  U se rs  i th e  
fo rm er c la im ed  t h a t  grow th had n o t been  in f lu e n c e d  by th e  
u s e  o f  o u ts id e  s e r v ic e s ,  and th e  l a t t e r  c la im ed  t h a t  i t  
h a d . The d a ta  r e l a t i n g  to  th e s e  d i f f e r e n t  g ro u p s  o f  f irm s  
w i l l  be  fo und  i n  Appendix 8 .2 .
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8 .1  THE NON -  USERS 
ANALYSIS
T h ere  w ere 11 f irm s  w hich had n o t  u se d  any o f  th e  o u ts id e  
s e r v ic e s  in c lu d e d  in  th e  q u e s t io n n a i r e .  The d a ta  c o l l e c te d  on 
th e s e  f i rm s  i s  sum m arised i n  A ppendix 8 .1 .
RESULTS
1. The v e ry  g re a t  m a jo r i ty  o f  th e  n o n -u s e r  f i r m s , i . e . ,  te n  
o u t o f  e le v e n , w ere v e ry  sm a ll f irm s  em ploying 1-25  p e rso n s  
engaged p r im a r i ly  in  jo b b in g  work and u s in g  u n c o m p lic a te d  p r i n t i n g  
te c h n o lo g y .
2. The g r e a t  m a jo r i ty  (n in e  f i rm s )  s p e c i f i e d  t h a t  o u ts id e  
s e r v ic e s  had  n o t  been n eed ed . Of th e  re m a in in g  tw o, one had n o t 
c o n s id e re d  u s in g  o u ts id e  s e r v ic e s ,  and th e  o th e r  in d ic a te d  a 
p re v io u s  u n s a t i s f a c t o r y  e x p e r ie n c e  o f  u s e .
5. On th e  s u b je c t  o f  th e  s a le s  tu rn o v e r  re c o rd e d  by th e  e lev en  
n o n -u s e r s ,  f o u r  re fu s e d  to  d i s c lo s e  on th e  g rounds t h a t  th e  
in fo rm a t io n  was c o n f id e n t i a l ;  two w ere one-man b u s in e s s e s ,  w ith  
one o f  th e s e  d e s c r ib in g  h i s  tu rn o v e r  as s t a t i c  and t h a t  he  had no 
i n t e n t i o n  o f  expanding ; two o th e r s  p ro v ed  to  be  t i n y  f irm s  w ith  a 
s t a t i c  tu r n o v e r ,  nam ely, £16 ,000  and £55 ,000  p . a . ; a n o th e r  fo u r
w ere a l s o  q u i t e  sm all b u s in e s s e s  w ith  an n u a l s a le s  tu rn o v e rs  in
th e  ra n g e  £38 ,000  to  £81 ,000 ; and th e  rem a in in g  f irm  -  w hich was 
th e  b ig g e s t  i n  th e  group o f  n o n -u s e rs  w ith  50-100 p e rso n s  
em ployed -  had  a  s a le s  tu rn o v e r  in  ex cess  o f  £500, 000 .
4 . Growth perfo rm an ce  in  r e s p e c t  o f  cu m u la tiv e  p e rc e n ta g e  
in c r e a s e  o v e r  th e  th r e e - y e a r  p e r io d  rev iew ed  f o r  th e  f i v e  f irm s  
w hich c o u ld  be a s s e s s e d  was as fo l lo w s :
Range No. o f  F irm s
6 - 5 1  4
6 6 - 6 9  2
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5. N ine f irm s  m en tioned  f a c to r s  c o n t r ib u t in g  to  an in c re a s e d
s a l e s  tu rn o v e r ,  and th e s e  a r e  s e t  o u t below .
F a c to r  F requency  ( f )
In d u s try -w id e  I n c r e a s e  i n  Demand 2
I n c re a s e d  P ro d u c tio n  F a c i l i t i e s  ( i n  th e
form o f  a d d i t io n a l  p e r s o n n e l ,  p la n t
a n d /o r  m ach inery ) 5
More I n te n s iv e  S e l l i n g  A c t i v i t i e s
(an d  th e  a c q u i s i t io n  o f  new a c c o u n ts )  6
E n try  i n t o  New M ark ets  4
G re a te r  C o m p e titiv e n ess  ( o f  th e  f irm , 
due to  in c re a s e d  e f f i c i e n c y  and e f f e c t ­
iv e n e s s  o f  managem ent, a d m in is t r a t io n  
and p ro d u c tio n )  4
O th e rs  (m a in ly  i n f l a t i o n )  4
I t  i s  th e r e f o r e  a p p a re n t t h a t  o v e r a l l  th e  two m ost f r e q u e n t ly  
m en tio n ed  f a c t o r s  w ere More I n te n s iv e  S e l l in g  and In c re a s e d  P rod­
u c t io n  F a c i l i t i e s .  I f  th e  f i v e  f irm s  a r e  c o n s id e re d  where i t  was 
known d e f i n i t e l y  t h a t  s a le s  tu rn o v e r  had in c r e a s e d ,  th e  p a t t e r n  
i s  th e  same. M oreover, More I n te n s iv e  S e l l in g  was ran k ed  m ost 
im p o r ta n t  by th r e e  o f  th e s e  f i r m s , w h ile  In c re a s e d  P ro d u c tio n
F a c i l i t i e s  was s im i la r ly  ran k ed  by on ly  one f irm . I n f l a t i o n  was
c i t e d  by o n ly  two o f  th e s e  f i r m s , and in  b o th  c a se s  i t  v;as ran k ed  
a s  th e  l e a s t  im p o r ta n t f a c t o r .  L a s t ly ,  E n try  i n to  Ne\; M arkets  
was m en tio n ed  by th e  two f irm s  w ith  th e  h ig h e s t  grow th  r a t e , and 
one o f  them ran k ed  th e  f a c t o r  as m ost im n o r ta n t .
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8 .2  THE USERS
NUMBER OF OUTSIDE SERVICES USED
T h ere  w ere 30 f irm s  w hich had u se d  a t  l e a s t  one o f  th e  
s e v e n te e n  o u ts id e  s e r v ic e s  s p e c i f i e d  o v e r  th e  p re v io u s  th r e e  
y e a r s .  On th e  fo l lo w in g  page, T ab le  6 .1  i n d i c a t e s  t h a t  24 p e r  
c e n t o f  th e  USERS u se d  one o u ts id e  s e r v ic e ;  18 p e r  c e n t u se d  
tw o; 16 p e r  c en t u se d  th r e e ;  10 p e r  c e n t u se d  fo u r ;  10 p e r  c en t 
u se d  f i v e ;  4 p e r  c en t u se d  s ix ;  10 p e r  c en t u sed  sev en ; 2 p e r  
c e n t u sed  e ig h t ;  2 p e r  c e n t u sed  n in e ;  and 4 p e r  c e n t u sed  ten*  
The maximum number o f  o u ts id e  s e r v ic e s  u sed  was t h e r e f o r e  t e n : 
t h e r e  w ere two f irm s  in  t h i s  c a te g o ry . A lso in c lu d e d  in  th e  
t a b l e  a r e  d e t a i l s  o f  th e  num ber o f  o u ts id e  s e r v ic e s  u sed  by 
f irm s  in  each  s i z e  ra n g e , e . g . ,  s i x  f irm s  ( l 2 p e r  c e n t o f  th e  
u s e r s )  u s in g  j u s t  one o u ts id e  s e r v ic e  w ere v e ry  sm a ll ( l -2 5  
e m p lo y ees). R egard ing  th e  breakdown o f  th e  USERS a c c o rd in g  to  
s i z e  ra n g e , 25 f irm s  (50  p e r  c e n t)  w ere i n  th e  ra n g e  1-25 
em ployees; 12 ( 24per c e n t)  w ere i n  th e  ran g e  25-50 em ployees;
8 (16  p e r  c e n t)  w ere i n  th e  ra n g e  50-100 em ployees; and 5 (10 
p e r  c e n t)  were in  th e  ran g e  100-200 em ployees. L a s t ly ,  i t  can 
be seen  t h a t  39 f irm s  (78 p e r  c e n t)  u se d  from one to  f i v e  o f  
th e  se v e n te e n  o u ts id e  s e r v ic e s .
TYPES OF OUTSIDE SERVICE USED
The ty p e s  o f  o u ts id e  s e r v ic e  w hich had been  u se d  by th e  
50 f irm s  i n  th e  p e r io d  rev iew ed  a re  s e t  o u t in  T ab le  8 .2 .  The 
in fo rm a t io n  in c lu d e d  in  th e  t a b l e  h as  been  u se d  to  p re p a re  
I l l u s t r a t i o n  8 .1 ,  w ith  t h i s  ra n k in g  th e  freq u e n cy  o f  u s e .  
A cco rd in g ly , i t  can be seen  t h a t  th e  m ost f r e q u e n t ly  u se d  o u t­
s id e  s e r v ic e s  w ere th e  BPIF: 35 f irm s  (66 p e r  c e n t ) ; A dvice and 
C o n su ltan cy  from th e  s u p p l ie r s  o f  p ro d u c tio n  equ ipm ent: 29 f irm s  
(58 p e r  c e n t ) ;  th e  PPITB: 20 f irm s  (40 p e r  c e n t ) ; Employment 
B ureau : 18 f irm s  (56 p e r  c e n t ) ;  s e r v ic e s  in  a d d i t io n  to  th e  
norm al A u d itin g  S e rv ic e s  a v a i l a b le  from  an A cco u n tan t: 13 f irm s  
(26 p e r  c e n t ) ; T e c h n ica l C o n s u lta n ts :  11 f i im s  (2 2  p e r  c e n t ) .
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T able  8 ,1  : The number o f o u ts id e  s e rv ic e s  used by th e  firm s
over th e  p re v io u s  p e rio d  o f th re e  y e a r s .
Number o f 
o u ts id e Number o f firm s in  each s iz e  range . T o ta l P ercen tag es e rv ic e s
used 1-25 25-50 50-100 100-200
1 6 4 1 1 12 24
2 7 2 9 18
3 6 2 8 16
4 2 2 1 5 10
5 2 1 2 5 10
6 1 1 2 4
7 1 3 1 5 10
8 1 1 2
9 1 1 2
10 1 1 2 4
25 12 8 5 50 100
N ote; Number o f f irm s  ; 50*
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T a b le  8 .2  s Types o f  O u ts id e  S e rv ic e  Used
Type of outside service
Number of firms in 
size range
each
Total Percentage of firms using 
service1-25 25-50 50-100 100-200
1. Management 
Consultants 1 1 1 1 4 8
2. Academic Management 
Consultants 1 1 2
3. Technical 
Consultants 4 4 2 1 11 22
4* Academic Technical 
Consultants 1 1 2
5. Recruitment 
Consultants 1 2 2 5 10
6. Research Association 
(PIRA) 2 2 3 7 14
7. Employers *
Federation (BPIP) 15 8 7 3 33 66
8. Services in addition 
to the normal 
Auditing services 
available from an 
Accountant 5 ? 4 1 13 26
9* Services in addition 
to the general legal 
services available 
A?cm a Solicitor 1 1 1 3 6
10. Advice and Consultanqr 
troai the suppliers of
production equipment 16 6 5 2 29 58
11. Professional 
Institutes 2 3 1 6 12
12. Information and/or 
advice from Govern­
ment Departments 6 1 1 1 9 18
13. Industry Training 
Board ? 6 5 4 20 40
14. Services in addition 
to the normal banking 
services available 
from a Clearing Bank 6 2 1 9 18
15. Services from other 
financial Organis­
ations 3 3 3 9 18
16. Dnployment Bureau 7 4 4 3 18 36
17. Connuter Bureau . 1 1 3 5 10
N otes: (a )  The above d a ta  r e l a t e s  t o  th e  $0 firm s >dilch were d e s ig n a te d  a s  USERS,
(h ) Two resp o n d en ts  s ta te d  th a t  Management C o n su ltan ts  had been employed 
p r i o r  to  th e  th r e e -y e a r  p e rio d  under rev iew : one firm  employed 1-25
p e rs o n s , and th e  o th e r  employed 50-100 p e rso n s .
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I l l u s t r a t i o n  3 »1 J T ypes o f  O u ts id e  S e rv ic e  Used -  ran k  o rd e r  
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T h ere  w ere 9 f i rm s  (18 p e r  c e n t o f  th e  u s e r s ) ,  u s in g  from 
one to  t h r e e  o u ts id e  s e r v i c e s ,  w hich d id  n o t  a p p e a r  to  have  
o b ta in e d  a s t r e n g th e n in g  i n  any o f  th e  management a r e a s  sp e c ­
i f i e d  i n  th e  q u e s t io n n a i r e ,  i . e . ,  seven  o f  th e s e  f i im s  d id  n o t  
i n d i c a t e  any , and two s t a t e d  t h a t  none o f  th e  a r e a s  had  been  
s t r e n g th e n e d .
An ex am in a tio n  o f  th e  d a ta  in c lu d e d  i n  T a b le  8 ,5  (an d  
I l l u s t r a t i o n  8 ,2 )  r e v e a l s  t h a t  41 f irm s  (82  p e r  c e n t o f  th e  
u s e r s )  had  a t  l e a s t  one management a r e a  s t r e n g th e n e d  a s  a  r e ­
s u l t  o f  u s in g  a t  l e a s t  one o u ts id e  s e r v ic e ,  i . e . ,  16 f irm s  
(52  p e r  c e n t  o f  th e  u s e r s )  had  one management a r e a  s t r e n g th e n e d ;
9 f irm s  ( 18 p e r  c e n t)  had  tw o ; 6 f irm s  (12 p e r  c e n t)  had  t h r e e ;
5 f irm s  (6  p e r  c e n t)  h ad  f o u r ; 3 f irm s  (6  p e r  c e n t)  had  f i v e ; 
and 4 f irm s  (8  p e r  c e n t)  c la im ed  a  s t r e n g th e n in g  in  a l l  s i x  o f  
th e  l i s t e d  a re a s  o f  m anagem ent.
The management a re a s  o u t l in e d  i n  th e  q u e s t io n n a i r e  w ere 
g e n e ra l  management and o r g a n is a t i o n ;  f i n a n c i a l  management and 
a d m in is t r a t io n ;  p e rs o n n e l m anagem ent, developm ent and t r a i n i n g ;  
m a rk e tin g  and s a l e s ;  p ro d u c tio n  management and c o n tr o l  ; r e c e iv ­
in g  in fo rm a t io n  and a d v ic e  h e lp f u l  in  ru n n in g  th e  b u s in e s s .  A 
t o t a l  o f  32 f irm s  (64  p e r  c e n t o f  th e  u s e r s )  had  re c e iv e d  in fo rm , 
a t io n  and a d v ic e  c la s s e d  a s  *h e l p f u l * ; 21 f irm s  (42  p e r  c e n t)  
in d ic a te d  t h a t  th e  f i n a n c i a l  management and a d m in is t r a t io n  
a r e a s  o f  t h e i r  f i rm s  had  been  s t r e n g th e n e d ; .  17 f irm s  (34 p e r  
c e n t)  made s i m i l a r  s ta te m e n ts  ab o u t p ro d u c tio n  management and 
c o n t r o l ;  15 f irm s  (30  p e r  c e n t)  s t a t e d  t h a t  th e  g e n e ra l  manage­
ment and o r g a n is a t io n  o f  t h e i r  f i rm s  had  been  s tr e n g th e n e d ; 
and 13 f irm s  (26 p e r  c e n t)  i n d i c a t e d  t h a t  t h e r e  had  been  a 
s im i l a r  e f f e c t  c o n c e rn in g  p e rs o n n e l  m anagem ent, developm ent 
and t r a i n i n g .  The s t r e n g th e n in g  o f  th e  m a rk e tin g  and s a l e s  
management a r e a  was, hov/ever, m en tio n ed  try o n ly  6 f irm s  ( l 2 
p e r  c e n t ) .  Summary d e t a i l s  o f  th e  management a r e a s  s t r e n g th ­
ened in  u s e r  f irm s  w i l l  be fo und  in  T ab le  8 .4 .  In  a d d i t io n .  
I l l u s t r a t i o n  8 ,3  p r e s e n ts  th e  d a ta  i n  ran k  o r d e r  o f  f re q u e n c y .
160 .
Tabled *3 * Number of firms obtaining a strengthening in one to six of the specified 
management areas.
Number of management 
areas strengthened
Number of firms in each size range
Total Percentage1-25 25-50 50-100 100-200
one 11 5 1 6 32
two 3 2 2 2 9 18
three 2 3 1 6 12
four 1 2 3 6
five 1 1 1 3 6
six 2 1 1 4 8
20 11 6 4 4 1 82
N otes: (a )  In th e  above ta b l e  th e r e  a r e 4  1 firm s ( 8 2 p e r  c e n t,  o f  th e  U sers) which
had a t  l e a s t  one management a re a  stren g th en ed  as a  r e s u l t  o f  u s in g  
a t  l e a s t  one o u ts id e  s e rv ic e .
(b ) The p e rcen tag es  r e l a t e  to  th e  $0 U sers of o u ts id e  s e r v ic e s .
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I l l u s t r a t i o n  S » 2 * Number o f Management A reas S tren g thened  as a 

















T able  8 .4 :  The Management Areas S tren g th en ed .
Management a re a
Number o f f irm s  in  
s iz e  range
each
T o ta l
P ercen tag e  
o f  firm s 
w ith
Management 
s tren g th en ed  
in  t h i s  a re a
1-25 25-50 50-100 100-200
G eneral Management
& O rg a n isa tio n 5 3 4 3 15 30
F in a n c ia l Management 
& A d m in is tra tio n 7 5 6 3 21 42
P ersonnel Management, 
Development & 
T ra in in g 3 3 4 3 13 26
M arketing  & S a le s 3 2 1 6 12
P ro duction  Manage­
ment & C on tro l 8 3 3 3 17 34
R eceiv ing  In fo rm ­
a tio n  and A dvice 
h e lp fu l  i n  ru n n in g  
th e  b u s in e s s 18 8 4 2 52" . 64
N otes; (a )  The above ta b le  r e l a t e s  to  th e  41 f irm s  ( 82 p e r c e n t.
o f th e  U sers) vdiioh had a t  l e a s t  one management a re a  
s tre n g th en e d  as a  r e s u l t  o f u s in g  a t  l e a s t  one o u ts id e  
s e r v ic e .
(b ) The p e rcen tag es  r e l a t e  to  th e  50 U sers o f  o u ts id e  
s e r v ic e s .
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M a n a g e m e n t A re a s  S t r e n g th e n e d  -  r a n k  o r d e r  
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TU m o  VER ANALYSIS
The tu r n o v e r  ra n g e  o f  th e  34 f irm s  (68 p e r  c en t o f  th e  
u s e r s )  w hich q u a n t i f i e d  s a l e s  tu rn o v e r  form s T ab le  8 ,5*  The 
m a jo r i ty  o f  th e s e  f i r m s  (22  f irm s  in  a l l )  re c o rd e d  a  s a le s  
tu r n o v e r  i n  th e  ra n g e  €10 ,000  -  £500,000 p .a .  The s m a l le s t  
f irm  had  a  tu r n o v e r  o f  £5 ,800  p .a .  and f o u r  f irm s  d is c lo s e d  
r e l a t i v e l y  l a r g e  tu r n o v e r s ,  v i z .  £753 ,000 , £ 1 ,391,0 0 0 , £ 1 ,6 0 0 ,0 0 0  
and £ 3 ,750 ,0 0 0 .
The p e rfo rm an ce  o f  t h i s  g roup o f  54 f irm s  in  r e s p e c t  o f  a 
c u m u la tiv e  p e rc e n ta g e  in c r e a s e  in  s a l e s  tu rn o v e r  o v e r th e  th r e e  
y e a r  p e r io d  i s  o u t l in e d  i n  Appendix 8 .5 .  From t h i s  ap p en d ix  i t  i s  
e v id e n t t h a t  5 f irm s  (1 0  p e r  c e n t o f  th e  u s e r s )  w ere in  th e  ran g e  
10-20  p e r  c e n t  c u m u la tiv e  in c r e a s e ;  6 f irm s  ( l 2 p e r  c e n t ) :  20-50 
p e r  c e n t  ra n g e ; 6 f i rm s  ( l 6  p e r  c e n t ) :  50-40 p e r  c en t ra n g e ;
2 f irm s  (4  p e r  c e n t  ) :  40 -50  p e r  c e n t ra n g e ; 5 f irm s  (10  p e r  
c e n t ) :  50-60  p e r  c e n t ra n g e ; 4 f irm s  (8 p e r  c e n t ) :  70-80  p e r  
c e n t ra n g e ; 1 f irm  (2  p e r  c e n t ) :  80-90  p e r  c e n t ra n g e ; and 
l a s t l y ,  5 f i rm s  (6  p e r  c e n t ) :  90-170  p e r  c e n t ra n g e .
FACTORS CONTRIBUTING TO AIT INCREASED SALES TURNOVER
I n  a l l  t h e r e  w ere 44 f irm s  (88 p e r  c e n t o f  th e  u s e r s )  w hich 
s p e c i f i e d  from  1 to  4 c o n t r ib u to iy  f a c t o r s  to  an in c r e a s e d  s a le s  
tu rn o v e r :  te n  o f  th e s e  f irm s  d id  n o t d i s c lo s e  co m ple te  in fo im - 
a t io n  on tu r n o v e r .  In  T ab le  8 .6  o v e r le a f ,  i t  w i l l  be  seen  t h a t  
8 f irm s  ( l 6 p e r  c e n t o f  th e  u s e r s )  s p e c i f i e d  one f a c t o r ;  11 f irm s  
(22  p e r  c e n t ) :  two f a c t o r s ;  15 f irm s  (50 p e r  c e n t ) ; th r e e  f a c t o r s ;  
and 10 f irm s  (20  p e r  c e n t)  s p e c i f i e d  f o u r  f a c t o r s .
T a b le  8 .7  i s  an a n a ly s i s  o f  th e  re sp o n se  made by th e  same 
44 f irm s  to  t h e  seven  f a c t o r s  l i s t e d  i n  th e  q u e s t io n n a i r e .  From 
th e  ap p en d ix  i t  can be  seen  t h a t  th e  m ost f r e q u e n t ly  s p e c i f i e d  
f a c t o r  was -  In c r e a s e d  P ro d u c tio n  F a c i l i t i e s  ( i n  th e  form  o f  
a d d i t io n a l  p e r s o n n e l ,  p la n t  a n d /o r  m a ch in e ry ) : t h i s  f a c t o r  was 
s p e c i f i e d  by 29 f irm s  (58 p e r  c e n t o f  th e  u s e r s ) .  The o th e r  
f a c t o r s  w ere: More I n te n s iv e  S e l l i n g  A c t i v i t i e s  (an d  th e  a q u i s i t i o n  
o f  new p r i n t  a c c o u n ts ) :  28 f irm s  (56 p e r  c e n t ) ;  G re a te r  C om petit­
iv e n e s s  o f  t h e  Firm  (d u e  to  in c r e a s e d  e f f i c i e n c y  and e f f e c t iv e n e s s  
o f  m anagem ent, a d m in is t r a t io n  and p ro d u c tio n :  24 f irm s  (48 p e r  
c e n t ) ;  O th e rs  ( c o n s i s t i n g  o f  p r i c e  i n f l a t i o n ,  in c r e a s e d  o rd e rs  
from a m ain c u sto m er, in c r e a s e d  p r o d u c t iv i ty ,  d i v e r s i f i c a t i o n  in to
165.
T ab le  8 .5* Turnover Range o f Users
S a le s  T urnover : £*000s Number o f firm s
Up to  10 3
10 - 50 6
50 - 100 4
100 - 200 6
200 - 300 6
300 - 400 3
400 - 500 2
500 and above _4
T o ta l:  34
N otes: (a )  The above ta b le  p e r ta in s  to  th e  d a ta  d is c lo s e d  by
34 u s e r  f irm s .
(b ) The most re c e n t f ig u re  f o r  s a le s  tu rn o v e r  was used 
i n  th e  p re p a ra t io n  o f th e  ta b le .
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T ab le  6*6; U sers s p e c ify in g  from one to  fo u r  c o n tr ib u to ry  
f a c to r s  to  an in c re a se d  s a le s  tu rn o v e r
Number o f  
f a c to r s
Number o f firm s i n  each s iz e  range
T o ta l
P ercen tag e  
o f U sers
s p e c if ie d 1-25 25-50 50-100 100-200
One 5 2 1 8 16
Two 5 3 2 1 11 22
Three 7 2 3 3 15 30




(a )  34 f irm s  d is c lo s e d  com plete in fo rm a tio n  on s a le s
tu rn o v er*
(b ) 10 f irm s  claim ed th a t  s a le s  tu rn o v e r  had in c re a se d
b u t d id  n o t d is c lo s e  com plete in fo rm a tio n .
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T a b le  8 ,7  : F ac tors  C ontributing  to  an In creased  S a le s  Turnover
Factors Ranking







A. An industry-wide increase 
in demand Ranked 1





Ranked 2 1 1 1 2 5
Ranked 4 1 1
Rot Ranked 1 1
1#
B. Increased production of 
facilities in the form 
of additional personnel, 
plant and/or machinery
14 8 5 2
Ranked 1 4 3 2 9
Ranked 2 3 2 2 1 8
Ranked 3 3 2 1 1 7
Rot Ranked 4 1 5
29
15 4 6
Ranked 1 5 3 1 9
Ranked 2 2 2 1 1 6
Ranked 3 3 1 2 6
Ranked 4 1 1
Rot Ranked 4 1 1 6
29 58






D. Entry into new markets 5 3 2 1
Ranked 1 2 2 4
Ranked 2 1 1 1 3
Ranked 3 1 2
Ranked 4 1 1
Rot Ranked 1 . 1
11 22
11
£. Acquisition of, or merger, 
with another printing firm (Ranked l)
F. Greater competitiveness of 
the firm due to increased 
efficiency and effective­
ness of management, 
administration and 
produotion
13 2 5 4
Ranked 1 2 1 2 5
Ranked 2 4 2 6
Ranked 3 2 2 4
Ranked 4 2 1 1 4





h. Increased orders from 
a main customer
c. Increased productivity
d. Diversification into 
publishing













(a) The data presented in the above table relates to the 34 Users
(i) recording an increase in sales turnover over the threa-year period; 
and (ii)  disclosing details of sales turnover.
(b) The data also relates to an additional 10 Users idiich (i) pi aimed an 
increase in sales turnover; and (ii) did not disclose any figures.
(c) One firm ranked factors C. and F. equally: both were Ranked 1.
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p u b l i s h in g ,  reco im nèndâtion  and p e rs o n a l  s e r v i c e ) ;  12 f irm s  (24 
p e r  c e n t ) ;  E n try  i n t o  New M arkets; 11 f irm s  (22  p e r  c e n t ) ;  I n d u s t r y ­
w ide I n c r e a s e  i n  Demand; 10 f irm s  (20  p e r  c e n t ) ;  and M erger (w ith  
a n o th e r  p r i n t i n g  f i r m ) ;  1 f irm  (2  p e r  c e n t ) .
T u rn in g  to  th e  34 firm s vdiich gave com plete in fo rm a tio n  on 
s a le s  tu rn o v e r  ( s e e  A ppendix 8 .3 ) ,  d e t a i l s  o f  th e  f re q u e n c y  o f  
s p e c i f ic a t io n ,  and ra n k in g , a re  in c lu d ed  i n  Appendix 8 .4 ,  o v e r l e a f .  
Prom th e  a p p en d ix  i t  can  be seen  th a t  th e  m ost f r e q u e n t ly  s p e c i f i e d  
f a c to r  c o n t r ib u t in g  to  an in c re a s e  in  s a le s  tu rn o v e r  was -  More 
I n te n s iv e  S e l l in g  A c t i v i t i e s ; 23 firm s  (46 p e r  c e n t ,  o f th e  U se rs ) . 
The o th e r  f a c to r s  were s p e c if ie d  as fo llo w s: In c re a se d  P ro d u c tio n
F a c i l i t i e s : 21 f irm s  (42 p e r  c e n t . ) ;  G re a te r  C o m p etitiv en ess:
21 f irm s  (42 p e r  c e n t . ) ;  O thers ( c o n s is t in g  o f in c re a se d  o rd e rs  
from main custom er, recommendation and p e rso n a l s e rv ic e , d i v e r s i f i c ­
a t io n  in to  p u b l is h in g , i n f l a t i o n ) :  9 firm s  ( l8  p e r c e n t . ) ;  E n try
i n to  New M arkets: 8 firm s  ( l6  p e r c e n t . ) ;  In d u s try -w id e  In c re a s e
i n  Demand; 7 f irm s  ( 14 p e r  c e n t . ) ;  and M erger: 1 firm  (2  p e r  c e n t . ) .
The ra n k in g  o f  th e  f a c to r s  has been h ig h lig h te d  i n  A ppendix
8 .5 .
I t  i s  n o t i c e a b le  from  th e  ap p en d ix  t h a t  th e  f a c t o r  w hich 
ranked ’f i r s t  ’ most f r e q u e n t ly  was -  More In te n s iv e  S e l l in g : 9 firm s
( l8  p e r  c e n t ,  o f th e  U se rs ) . The o th e r f a c to r s  were -  I n f l a t i o n :
6 firm s ( 12 p e r  c e n t . ) ;  In c re a se d  P ro d u ctio n  F a c i l i t i e s : 5 f irm s
( 10 p e r c e n t . ) ;  G re a te r  C om petitiveness: 5 firm s ( 10 p er c e n t . ) ;
E n try  i n t o  New M ark ets : 2 firm s (4  p e r c e n t . ) .
IfJhen th e  e ig h t  firm s which achieved  th e  h ig h e s t  r a t e  o f  grow th 
a re  c o n s id e re d , i . e . ,  betw een 70-1'70 p e r c e n t ,  cum ula tive  in c re a s e  i n
s a le s  tu rn o v e r  -  s e e  A ppendix 8 .3  -  i t  can be seen  t h a t  th e  f a c t o r  
ranked ’f i r s t *  most f r e q u e n tly  was -  More In te n s iv e  S e l l in g . I t  was
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ran k ed  so by t h r e e  o f  th e s e  f i r m s , one o f  which a c h ie v e d  th e  
h ig h e s t  r a t e  o f  g ro w th , nam ely, 165 p e r  c e n t .  The o th e r  f a c t o r s  
ran k ed  ’ f i r s t *  w ere -  In c re a s e d  P ro d u c tio n  F a c i l i t i e s ; 2 f i r m s ;  
G re a te r  C o m p e ti t iv e n e s s ; 2 f i r m s ;  M erg er; 1 f irm ; and I n f l a t i o n ;
1 f i r m .
A summary o f  t h e  f in d in g s  r e l a t i n g  to  th e  f o u r  g ro u p s o f  f irm s  
w hich s p e c i f i e d  th e  f a c t o r s  c o n t r ib u t in g  t o  an in c r e a s e  i n  s a l e s  
tu r n o v e r  w i l l  be  fo u n d  in  I l l u s t r a t i o n  8 .4 .
OUTSIDE SERVICES AS A FACTOR INFLUENCING GROWTH
Vdien r e f e r r i n g  to  I l l u s t r a t i o n  8 .5 ,  i t  w i l l  be seen  t h a t  o u t 
o f  54 f i r m s  a c h ie v in g  a n y th in g  from  10 p e r  c e n t to  170 p e r  c e n t 
c u m u la tiv e  i n c r e a s e  i n  s a l e s  tu rn o v e r  o v e r  th e  th r e e - y e a r  p e r io d ,  
th e r e  w ere 17 f i r m s  (5 4  p e r  c e n t o f  th e  u s e r s )  w hich s t a t e d  t h a t  
th e  u s e  o f  o u t s id e  s e r v ic e s  had n o t been  a  f a c t o r  in f lu e n c in g  
g ro w th . O p p o s ite  to  t h i s  f in d in g  a re  th e  f a c t s  t h a t  ( a )  16 f irm s
(5 2  p e r  c e n t)  s t a t e d  t h a t  th e  u se  o f  o u ts id e  s e r v ic e s  had  been  one
o f  s e v e r a l  f a c t o r s  in f lu e n c in g  grow th ; and (b )  one f irm  s t a t e d  
t h a t  th e  u s e  h ad  h ad  a p o s i t i v e  in f lu e n c e  on g row th .
However, when th e  8 f irm s  w hich a c h ie v e d  th e  h ig h e s t  r a t e  
o f  grow th a r e  c o n s id e re d , i . e . ,  i n  th e  ra n g e  70-170 pen  c e n t ,  
i t  w i l l  be  see n  t h a t  _6 o f  th e s e  f irm s  s t a t e d  t h a t  th e  u s e  o f
o u ts id e  s e r v ic e s  was a  f a c t o r  in f lu e n c in g  grow th : see  I l l u s t ­
r a t i o n  8 ,6 .
170.
I l l u s t r a t i o n 8 • 4 ; F a c to rs  C o n tr ib u tin g  to  an In c re a se d  S a le s
Turnover -  o rd e r o f  im portance
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I l l u s t r a t i o n  ô . ^ c o n t in u e d ....................... 2
N otes:
(a )  Group A c o n s is ts  o f th e  44 f irm s  which in d ic a te d  th a t
s a le s  tu rn o v e r  had in c re a se d  over th e  th re e -y e a r  p e rio d  
rev iew ed .
(h ) Group B c o n s is ts  o f th e  34 f in n s  which d is c lo se d  
com plete in fo rm a tio n  on s a le s  tu rn o v e r .
(c )  Group C : d i t t o  (h) above.
(d ) Group D c o n s is ts  o f  th e  8 f irm s  which ach ieved  h ig h e s t 
r a t e  o f grow th in  term s of in c re a s e d  s a le s  tu rn o v e r ,
i . e  , 70-170 p e r c e n t ,  cum ulative  in c re a s e .
1 7 2 .
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I l l u s t r a t i o n  8 ,6 :  O u ts id e  S e rv ic e s  a s  a  F a c to r
In f lu e n c in g  Growth -  th e  8 firm s ach ie v in g  
th e  h ig h e s t r a t e  of grow th.
Range : 7 0 - 1 7 0  p e r c e n t ,  cum ulative in c re a s e  in  s a le s  tu rn o v e r .
7255 72  ^ 76  ^ n i 87  ^ 100  ^ 135  ^ 165^
Ke^,:
In f lu e n c e  o f  O u ts id e  S erv ices:
NOT AT ALL : 2 Firms,
□ ONE OP SEVERAL FACTORS : 6 Firm s
174 .
C H A P T E R  9 
FIELDWORK ON INFLUENCED USERS
INTRODUCTION
F ie ld  v i s i t s  w ere made to  n in e  In f lu e n c e d  U se rs , and th e  s e l e c t i o n  
p ro c e d u re  em ployed i s  o u t l in e d  below .
1 . Of t h e  50 f i rm s  w hich had  u sed  a t  l e a s t  one o f  th e  se v e n te e n  
o u t s id e  s e r v ic e s  s p e c i f i e d  i n  th e  q u e s t io n n a i r e ,  27 f irm s  had 
i n d i c a t e d  a  w i l l in g n e s s  to  d is c u s s  th e  s u b je c t  m a t te r  i n  more 
d e t a i l .
2 . 20 f i r m s  from  t h i s  group o f  27 f irm s  had  d is c lo s e d  com ple te  
in f o r m a t io n  on s a l e s  tu rn o v e r .
3 . 12 f i r m s  from  t h i s  g roup o f  20 f irm s  had  s t a t e d  t h a t  th e  u se  
o f  o u t s id e  s e r v ic e s  was a  f a c t o r  in f lu e n c in g  g row th .
4 . 10 f i r m s  from  t h i s  group o f  12 f irm s  w ere t h e r e f o r e  s e le c te d  
f o r  t h e  f ie ld w o rk . The re m a in in g  two f irm s  w ere h e ld  i n  
r e s e r v e  i n  c a s e  th e  f i n a l  re sp o n se  f e l l  s h o r t  o f  th e  t a r g e t  
o f  s i x  in te r v ie w s .
5« 9 f i r m s  from  th e  group o f  te n  f irm s  c o -o p e ra te d  f u r t h e r .
The f i e l d  v i s i t s  w ere made i n  F eb ru a ry  and M arch, 1976, w ith  
th e  g r e a t  m a jo r i ty  o f  th e  in te r v ie w s  l a s t i n g  f o r  a t  l e a s t  one 
h o u r . The in te r v ie w e e s  w ere f o u r  m anaging d i r e c t o r s ,  an e x e c u tiv e  
d i r e c t o r ,  a  g e n e r a l  m anager and an o f f i c e  m anager. I t  was found  
t h a t  f i v e  o f  th e  f i r m s  v i s i t e d  w ere in d e p en d e n t f i r m s ,  nam ely 
p r i v a t e  l i m i t e d  com pan ies, and f o u r  w ere members o f  e i t h e r  a  p r i v a t e  
o r  p u b l ic  g ro u p  o f  com panies.
175.
Summary d e t a i l s  o f th e  n in e  firm s v i s i t e d  w il l
be found i n  T ab le  9 .1 ,  o v e r le a f  « The fo llo w in g  p o in ts  emerge:
a . The f irm s  were lo c a te d  in  Avon ( 4 ) ;  Som erset ( 3) ;  and 
W ilts h ire  ( 2 ) .
b . The number o f  f irm s  in  each s iz e  range was: 1 ( 1-25 employees) ;
4 ( 25-50 em ployees); 2 ( 5O-IOO em ployees); and 2 ( 1OO -  200
em ployees)•
c . The firm s had used from two to  te n  o u ts id e  s e rv ic e s  and th e  
m a jo r ity  had used a t  l e a s t  s ix .
d . The number o f management a re a s  which had been s tre n g th en e d  as 
a  r e s u l t  o f u s in g  o u ts id e  s e rv ic e s  were: one a re a  ( 1 f irm ) ;
two a reae  (6 f irm s ) ;  th re e  a re a s  (1 f irm ) ; and a l l  s ix  a re a s  
(1 f i rm ) .  The two most f r e q u e n tly  s p e c if ie d  management a re a s  
were F in a n c ia l Management and Ad mi n i s t r a t i  on (6 firm s) and 
R ece iv in g  In fo rm a tio n  and Advice h e lp fu l  in  ru n n in g  th e  b u s in e s s  
(6 f i r m s ) .  The o th e r  management a re a s  s p e c if ie d  were G eneral 
Management and O rg a n isa tio n  (3  firm s) ; P ersonnel Management, 
Development and T ra in in g  ( 3 firm s) ; P ro d u ctio n  Management and 
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e .  T h e  t u r n o v e r  r a n g e  o f  t h e  g r o u p  o f  f i r m s  w as £ 1 2 4 |0 0 0  -  
£ 3 , 750 , 0 0 0 .  T h e  m a j o r i t y  o f  t h e  f i r m s  h a d  a n  a n n u a l  s a le s  
t u r n o v e r  o f  l e s s  t h a n  £ 8 0 0 ,0 0 0 .
T h e  r a n g e  f o r  t h e  c u m u la t i v e  p e r c e n t a g e  i n c r e a s e  i n  s a le s  t u r n o v e r  
o v e r  t h e  p e r i o d  r e v ie w e d  w as 2 0 - 1 0 0  p e r  c e n t .  F o u r  o f  t h e  f i r m s  
b e lo n g e d  t o  t h e  g r o u p  o f  s i x  f i r m s  w h ic h  h a d  a c h ie v e d  t h e  h i g h e s t  
r a t e  o f  g r o w th ^  n a m e ly  7 0 - 1 7 0  p e r  c e n t ,  c u m u la t i v e  i n c r e a s e ,
g .  8  f i r m s  h a d  s t a t e d  t h a t  t h e  u s e  o f  o u t s i d e  s e r v i c e s  h a d  b e e n  on e  
o f  s e v e r a l  f a c t o r s  i n f l u e n c i n g  g r o w t h ,  w h i l e  t h e  r e m a in in g  f i r m  
i n d i c a t e d  t h a t  t h e  i n f l u e n c e  h a d  b e e n  p o s i t i v e ,  
h *  T h e  m o s t  f r e q u e n t l y  s p e c i f i e d  f a c t o r s  c o n t r i b u t i n g  t o  a n  i n c r e a s e  
i n  s a le s  t u r n o v e r  w e re  I n c r e a s e d  P r o d u c t i o n  F a c i l i t i e s  (7 f i r m s )  
a n d  G r e a t e r  C o m p e t i t i v e n e s s  (7  f i r m s ) .  T h e  o t h e r  f a c t o r s  w e re  
s p e c i f i e d  a s  f o l l o w s :  M o re  I n t e n s i v e  S e l l i n g  ( 6  f i r m s ) ;  I n d u s t r y ­
w id e  I n c r e a s e  i n  D em and (3  f i r m s ) ;  E n t r y  i n t o  N ew  M a r k e t s  ( 2  f i r m s ) ;  
O t h e r s  ( 2  f i r m s ) ;  a n d  M e r g e r  (  1 f i r m ) .  T h e  f a c t o r s  v i i i c h  w e re  m o s t 
f r e q u e n t l y  r a n k e d  ’ f i r s t *  w e r e :  M o re  I n t e n s i v e  S e l l i n g  ( 3  f i r m s ) ;
I n c r e a s e d  P r o d u c t i o n  F a c i l i t i e s  ( 2  f i r m s ) ;  G r e a t e r  C o m p e t i t i v e n e s s  
(2  f i r m s ) ;  O t h e r  -  I n f l a t i o n  (1  f i r m ) ;  a n d  M e r g e r  (1  f i r m ) .
i .  T h e  p r i n t i n g  w o r k  u n d e r t a k e n  b y  t h e  g r o u p  o f  n i n e  f i r m s
i n c l u d e d  j o b b i n g ,  p e r i o d i c a l s ,  m a g a z in e s ,  b o o k s ,  n e w s p a p e r s  
( l o c a l ) ,  f o r e i g n  l a n g u a g e  p r i n t i n g ,  p o s t e r s ,  d i e  s t a m p in g  
a n d  b o o k - b i n d i n g ,  
j .  T h e  m a j o r i t y  o f  t h e  f i r m s  v i s i t e d  u s e d  b o t h  l e t t e r p r e s s  a n d  
l i t h o g r a p h y .
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DETAILS OF THE OUTSIDE SERVICES USED
The fo llo w in g  e ig h t  s e c t io n s  a r e  d ev o ted  to  th e  p r e s e n ta t i o n  
o f  th e  d a ta  on th e  o u ts id e  s e r v ic e s  u sed  by th e  group o f  n in e  
f i r m s .  A summary o f  th e  d i f f e r e n t  ty p e s  u sed  and th e  fre q u e n c y  
o f  u s e  a p p e a rs  i n  I l l u s t r a t i o n  9 .1 ,  o v e r l e a f .
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I l l u s t r a t i o n  9*1 : O utside S e rv ic e s  Used by th e  Group o f Firms V is i te d
B P IF
P P IT B
a d v i c e / c o n s u l t a n c y
FROM TH E  S U P P LIE R S  OF 
PRODUCTION EQUIPMENT
EMPLOYMENT BUREAUX





TEC H N IC A L CONSULTANTS 
CLEARING BANKS
OTHER F IN A N C IA L  ORGANISATIONS 
PRO FESSIO NAL IN S T IT U T E S
S O LIC ITO R S
MANAGEMENT CONSULTANTS
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1• C o n su lta n ts
Only one firm  (75) had had any d i r e c t  c o n ta c t w ith
a  management co n su ltan cy  firm  in  th e  p e rio d  re v ie w ed . T h is  took  
th e  form o f a  th re e -d a y  su rvey  o f th e  f in a n c ia l  and a d m in is tra t io n  
a re a  o f management conducted hy two c o n s u lta n ts  from one o f th e  la rg e  
accountancy-hased  firm s o f management c o n s u l ta n ts .  The responden t 
rem arked th a t  a l t h o u ^  a  very  thorough  re p o r t  was produced i t  d id  
n o t in c lu d e  any o r ig in a l  recom m endations. No a c tio n  was tak en  
a lthough  i t  was co n sid ered  th a t  th e  r e p o r t  co n ta in ed  some u s e fu l 
g e n e ra l ad v ic e  on management acco u n tin g  p ro c e d u re s . A nother firm  
( 149) in v i te d  a  la rg e  management co n su ltan cy  firm  to  u n d e rtak e  a  
su rvey  o f  p ro d u c tio n  o p e ra tio n s  a sh o r t tim e  b e fo re  th e  f i e l d  v i s i t ,  
and th e  responden t commented;
•  "We d id  i n v i t e .................to  come and have a  look  a t  our
o p e ra tio n s  and su b seq u en tly  someone came fo r  a  couple 
o f  d ays, asked a  few q u e s tio n s , and th e n  w rote a  su rvey  
r e p o r t .  R egarding t h e i r  re p u ta t io n  and ex p e rien ce , I  
was convinced th a t  th ey  ju s t  d id  n o t know enough about 
a  firm  l i k e  o u rs . S u g g estions t h a t  in c e n t iv e  schemes 
can in c re a s e  p r o d u c t iv i ty  by x and a t th e  same tim e 
a llow  us to  reduce  th e  lab o u r fo rc e  by  y  a re  a b s o lu te ly  
r id ic u lo u s ,  e s p e c ia l ly  when we know t h a t  our o p e ra tio n s  
a re  p re s e n t ly  very  e f f i c i e n t  i n  th e  te c h n ic a l  f i e l d .
We a re  now s o r ry  th a t  th e y  were allow ed t o  come in ,  
becau se , l i k e  o th e r  management c o n s u l ta n ts ,  th e y  keep 
p e s te r in g  us to  g iv e  them b u s in e s s . We 
w il l  no t u se  t h e i r  s e rv ic e s  o r th o se  p ro v id ed  by  any 
o th e r  management co n su ltan cy  firm .* '
* The f ig u r e  i n  b ra c k e ts  d en o tes  th e  number o f  a  p a r t i c u l a r  firm  
acco rd in g  to  th e  o r ig in a l  l i s t i n g s  fo r  th e  m a ilin g  o f th e  
q u e s t io n n a ir e s .  T hese numbers w i l l  be  used  whenever r e f e r r in g  
t o . a  p a r t i c u l a r  firm  in  th e  t e x t .
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Three f irm s  ( 38, 42, I40) had employed te c h n ic a l  c o n s u lta n ts  
on a t  l e a s t  one occasion  to  a s s i s t  p ro d u c tio n  s t a f f  w ith  th e  so lv in g  
o f p r in t in g  and b in d in g  p ro d u c tio n  problem s ( to  do w ith  p a p e r , in k  
d ry in g , a d h es iv e s) and a ls o  to  ad v ise  on th e  a c q u is i t io n  an d /o r 
m o d if ic a tio n  o f s p e c ia l is e d  p ro d u c tio n  m achinery .
R ecru itm en t c o n su lta n ts  had been used by fo u r f irm s , and in  
th e  case  o f one firm  th ey  were used s o le ly  fo r  th e  purpose o f r e c r u i t ­
in g  s a le s  r e p r e s e n ta t iv e s  (8 ) ;  m anageria l and s a le s  s t a f f  ( 42) ;  
m anagerial s t a f f  (5&); and fo r  an ex ecu tiv e  manager (149)* Two o f 
th e se  firm s (8 , 149) had r e c r u i te d  s u c c e s s fu lly  b u t th e  l a t t e r  
co n sidered  t h a t  th e  s e rv ic e s  were expensive in  re s p e c t o f th e  amount 
o f work done. Only one firm  (8) used re c ru itm e n t c o n s u lta n ts  whenever 
a  vacancy a ro se ,
2 . P r in t i n g  I n d u s t r i e s  R esearch  A s s o c ia t io n
One firm  ( 42) was in  
membership w ith  PIRA and two firm s ( 140, 149) o b ta ined  s e r v ic e s  from 
th e  re s e a rc h  a s s o c ia t io n  whenever th e re  was a  n eed . The th r e e  firm s 
a l l  o b ta in ed  th e  fo llo w in g  ty p e s  o f  s e rv ic e  from PIRA:
a .  R ece iv in g  re le v a n t  re s e a rc h  f in d in g s .
b . A ss is ta n c e  w ith  th e  so lv in g  o f te c h n ic a l  a n d /o r  techno logL cal 
problem s o f p r in t in g  p ro c e sse s  and o p e ra tio n s .
c* Use o f  la b o ra to ry  an d /o r re s e a rc h  f a c i l i t i e s .
One responden t (42) expressed  com plete s a t i s f a c t i o n  w ith  th e  s e rv ic e s  
ob ta ined  from PIRA. Another ( 140) commented th a t  th e  annual s u b sc r ip ­
t io n  th a t  would have been payab le  by  h is  firm  -  approx im ate ly  £200 -  
was to o  h ig h  f o r  a  sm all firm  and a lso  th a t  i t  would be b e n e f ic ia l  
i f  s im ila r  s e rv ic e s  could  be  o b ta ined  more lo c a l ly ,  i . e . ,  from a
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nearb y  p r in t in g  sch o o l. The rem ain ing  responden t (149) s t r e s s e d  th a t  
d is p u te s  betw een in d iv id u a l  firm s in  PIRA membership in v o lv in g  th e  
p re s e n ta t io n  o f im p a r t ia l  PIRA re p o r ts  were o f te n  u n reso lv ed  when th e  
re s e a rc h  a s s o c ia t io n  f a i l e d  to  make a  f in a l  d e c is io n  in  fav o u r o f one 
p a r ty  o r th e  o th e r .  I t  was though t th a t  th e s e  occu rren ces  were 
d e tr im e n ta l  to  b o th  p a r t i e s  i n  a  d isp u te - and caused unn ecessa ry  
a g g ra v a tio n .
3 . B r i t i s h  P r i n t i n g  . I n d u ^ r i es F e d e ra t io n  ^ ig h t  out o f th e  n in e
firm s v i s i t e d  were in  membership w ith  th e  BPIF. The ty p e s  o f  c o n ta c t 
viiich th e s e  firm s  had had w ith  th e  BPIF a re  summarised i n  T ab le  9 .2 ,  
o v e r le a f .  From th e  ta b le  i t  can be  seen th a t  a l l  th e  firm s had 
re c e iv e d  t r a d e  in fo rm a tio n , e tc .  and had a ls o  made s p e c i f ic  re q u e s ts  
fo r  in fo rm a tio n  and a d v ic e . Seven f irm s  had sen t ex ecu tiv e s  and 
m anagers on r e le v a n t  c o u rses  ru n  by th e  BPIF, F iv e  firm s m entioned 
th a t  t h e i r  e x e c u tiv e s  and managers a tten d ed  A llia n c e  m eetings and 
fu n c tio n s , th a t  th e  te c h n ic a l  ad v iso ry  s e rv ic e  had been used and 
th a t  a r b i t r a t i o n  f a c i l i t i e s  had been re q u e s te d . Four f irm s  had 
re c e iv e d  co n su ltan cy  in  th e  management acco u n tin g  sphere  and a lso  
p a r t ic ip a te d  i n  th e  in te r - f i r m  com parison scheme. Only two firm s  
had r e c e n t ly  used th e  com puter ser-v ices o ffe re d  by th e  BPIF. However, 
one o f th e s e  had ju s t  t r a n s f e r r e d  to  a  computer b u reau .
Moving on to  th e  s u b je c t  o f th e  b e n e f i t s  re c e iv e d  as  a  r e s u l t  
o f BPIF membership, a l l  th e  firm s s p e c if ie d  a  more e f f e c t iv e  h a n d lin g  
o f la b o u r m a tte r s ,  because  f i r s t l y  th e  n e g o t ia t io n s  o f n a t io n a l  
agreem ents e lim in a te d  th e  need to  s t a r t  f?om s c ra tc h  and to  a  c e r ta in  
e x te n t c o u n te rv a ile d  th e  s t ro n g  p o s i t io n  o f th e  u n io n s , and second ly
183.
T ab le :  9 . 2  : C on tac t M a in ta in e d  w i th  th e  BPIF
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ad v ice  was f r e e ly  a v a ila b le  in  such a re a s  as th e  u n io n is a tio n  o f 
a d m in is t r a t iv e  s t a f f  and on th e  r e s o lu t io n  o f (m inor) lo c a l  d is a g re e ­
m ents betw een management and union members. The re sp o n d en ts  m entioned 
o th e r  b e n e f i t s ,  namely:
a . M ain ta in in g  c lo se  c o n tac t w ith  o th e r  member firm s (1 4 ,4 2 ) .
b .  "The BPIF i s  a  form o f b ro therhood  and i t  i s  co m fo rting  to  
know th a t  i t  e x i s t s  and th a t  s e rv ic e s  can be  o b ta ined  
whenever th e re  i s  a need ( 14) . "
c . S e rv ic e s  such as th e  i n t e r - f i r m  com parison scheme prov ided  
y a rd s t ic k s  a g a in s t which th e  perform ance o f  th e  b u s in e s s  could 
be a sse sse d  ( 14, 14O ).
d . In fo rm a tio n  re ce iv ed  from th e  te c h n ic a l  ad v iso ry  s e rv ic e , e .g . ,  
on s u p p l ie r s  o f p ro d u c tio n  equipment and m a te r ia ls ,  reduced  th e  
tim e expended on buying  a c t i v i t i e s  ( 14» 140).
e . A ccess to  p ro fe s s io n a l adv ice  on management acco u n tin g , c o s tin g  
a n d /o r e s tim a tin g  p rocedu res ( 38, 75» 149).
f . The e lim in a tio n  o f ex cessiv e  p r ic e - c u t t in g  w ith in  th e  membership
(7 5 ) .
g . K eeping a b re a s t  w ith developm ents in  th e  in d u s try  and a ls o  w ith  
e x te rn a l  f a c to r s  hav ing  a b e a r in g  on th e  in d u s try  ( a l l  re sp o n d en ts)
h . R ece iv in g  ex p ert adv ice  on th e  in te r p r e ta t io n  o f new le g i s l a t i o n  
( a l l  re sp o n d e n ts ) .
Only one firm  ( 38) was a member o f an o th er a s s o c ia t io n  or 
em p loyers’ f e d e ra t io n ,  namely th e  Newspaper S o c ie ty , and th e  responden t 
rem arked th a t  t h i s  o rg a n is a tio n  had g iven  some very  good ad v ice  on 
in s u ra n c e  m a tte r s .
* T h is  re sp o n d en t, a  managing d i r e c to r ,  was c lo s e ly  in v o lv ed  w ith  
A llia n c e  a f f a i r s .  H is firm  s p e c ia l is e d  in  book p r in t in g  and under­
ta k in g  p r in t  work fo r  u n iv e r s i t i e s ,  c o lle g e s  and le a rn e d  s o c ie t i e s :  
th e r e  was no d i r e c t  co m p etitio n  from nearby  p r in t in g  f irm s . The 
fo llo w in g  comment was made: " I f  a  f i r e  d e s tro y ed  my fa c to ry  today
I  could  r e l y  on fe llo w  members o f th e  BPIF lo c a te d  nearby  to  
m a in ta in  much o f th e  p re se n t p ro d u c tio n  a c t i v i t i e s . "
185.
4 . P r a c t i c i n g  A cco u n tan ts  and S o l i c i t o r s
F iv e  firm s  s p e c if ie d  
t h a t  s e r v ic e s  had been o b ta in ed  which were a d d it io n a l  to  normal 
a u d i t in g  s e rv ic e s :  T ab le  9 .3  in c lu d e s  th e  r e le v a n t  d e t a i l s .
C e r ta in  b e n e f i t s  were m entioned:
a .  " I f  th e  f in a n c ia l  management adv ice  and a cco u n tin g  s e rv ic e s  had 
n o t been  re c e iv e d , f i r s t l y  th e  firm  would n o t have su rv iv ed  
and second ly  th e  firm  would n o t have ach ieved  any growth a t
a l l  ( 42) . "
b .  "The acco u n tan ts  have always g iven  th e  d i r e c to r s  adv ice  whenever 
i t  was needed (75)*"
c .  "The acco u n tan t h as been very  h e lp fu l  w ith  th e  s e le c t io n  and 
t r a i n i n g  of acco u n tin g  s t a f f  and a lso  by  g iv in g  g en era l 
f in a n c ia l  adv ice  ( 140) . "
Two firm s  ( 38, 5^) had ob ta ined  le g a l  s e rv ic e s  over and above 
th o se  co n sid e red  norm al. In  th e  case  o f one firm  th e  le g a l  s e rv ic e s  
were d e sc r ib e d  as c o n f id e n t ia l  » and i n  th e  case  o f th e  o th e r  a  
firm  o f  s o l i c i t o r s  was employed when i t  was c le a r  th a t  th e  group 
le g a l  departm en t d id  n o t p o sse ss  th e  n e c e ssa ry  e x p e r t is e .
5* A d v ic e /C o n su lta n cy  from  th e  S u p p lie r s  o f  P ro d u c tio n  Equipm ent
S ix
firm s  (8 , 38, 42, 78, 140, 149) had re c e iv e d  ad v ice  from t h i s  s o u rc e , 
c o v e r in g  a re a s  such as i n s t a l l a t i o n ,  a f t e r - i n s t a l l a t i o n  and f a m i l ia r ­
i s a t i o n ,  o p e ra to r  t r a in in g ,  te c h n ic a l  problem  s o lv in g  and s e rv ic in g .  
A ll th e  re sp o n d en ts  exp ressed  s a t i s f a c t i o n  w ith  th e  a v i a l a b i l i t y  and 
e f f e c t iv e n e s s  o f th e  s e rv ic e s  re c e iv e d , e s p e c ia l ly  i n  th e  case  o f 
German equipm ent m an u fac tu rers  and s u p p l ie r s .  However, one resp onden t 
d is c u s s e d  an e x c e p tio n a l case  of th e  supp ly  o f some fo re ig n  m anufactured  
com pu terised  p h o to ty p e s e tt in g  equipm ent, whereby th e  f a u l t s  cou ld  n o t be
186.
T ab le  9*5 * S e rv ic e s  o b ta in e d  from a p r a c t i s i n g  
a c c o u n ta n t which w ere a d d i t io n a l  to  
norm al a u d i t in g  s e r v ic e s
II
l l l 3
c S m 1111
5 '3 n §
g'3'd § 5
C P  o  o
g 8
ho ÿ




5 S I  I
g i S  »












4. o o 1.  -r) e
187.
r e c t i f i e d  by th e  m a n u fa c tu re r’s a g e n t. The re sp o n d e n t’s f irm , a  
BPIP member, co n sid e red  th a t  i t  would have been in  a  s tro n g e r  b a rg a in ­
in g  p o s i t io n  i f  th e  BPIP had used i t s  c o l le c t iv e  power and in f lu e n c e  
to  ta c k le  th e  m an u fac tu rer concerned and th u s  pave th e  way tow ards
a ra p id  s o lu t io n  to  th e  problem .
6 , P r o f e s s io n a l  I n s t i t u t e s  and Government D epartm ents
R egarding  th e
form er ju s t  two firm s ( 38, 42) s p e c if ie d  any c o n ta c t . The i n s t i t u t e  
concerned wan th e  BIM: some managers were in d iv id u a l  members and
o c c a s io n a lly  a tte n d e d  BIM c o u rse s . There had been l im ite d  c o n ta c t 
w ith  government departm en ts  a p a r t  from th re e  re sp o n d en ts  ( 8 , ^6 , 140) 
commenting th a t  th e  Departm ent o f ünployment had been found h e lp fu l  in  
co n n ec tio n  w ith  la b o u r re c ru itm e n t and re q u e s ts  fo r  in fo rm a tio n . One 
o f th e s e  re sp o n d en ts  ( 140) rem arked th a t  some very  u s e fu l ad v ice  on 
management acco u n tin g  p ro ced u res  had been g iven  by a  f i e l d  a d v ise r  
from CoSIRA,
7• P r i n t i n g  and P u b l i s h in g  In d u s t r y  T r a in in g  Board
The a s s is ta n c e
re c e iv e d  and s e rv ic e s  o b ta in ed  from th e  P r in t in g  and P u b lish in g  
In d u s try  T ra in in g  Board (PPITB) by e ig h t of th e  firm s v i s i t e d  have 
been o u tlin e d  i n  T ab le  9 . 4 ,  o v e r le a f .  S ev era l comments were made 
on th e  su b je c t o f th e  u se fu ln e s s  o f th e  PPITB and a lso  about . 
b e n e f i t s  re c e iv e d  *
a ,  "The e x is te n c e  o f th e  PPITB ensu res th a t  t r a in in g  a c t i v i t i e s  
a re  c a r r ie d  on: o th e rw ise  th e  in d u s try  would r e v e r t  to  th e
p o s i t io n  where l im ite d  t r a in in g  was done o u ts id e  th e  c r a f t  
f i e l d  ( 8) . "
b . "We pay £500 a  y e a r  fo r  a  n i l  r e tu r n .  I n  a  sm all p r in t in g  
firm  th e re  i s  a  l im i t  to  what can be done and th e  draw ing  up 
o f e la b o ra te  job d e s c r ip t io n s  r e s u l t s  i n  a  l o t  o f unnecessary  
t r a in in g  ( 14) ."
188.
T a b le  9*4- : Types o f  a s s i s t a n c e  re c e iv e d  and s e r v ic e s  
o b ta in e d  from  th e  PPITB
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c , ’*The o rg a n is a t io n a l  survey c a r r ie d  out by th e  PPITB and th e  
subsequen t r e - s t r u c tu r in g  o f th e  f i r m ’s o rg a n is a tio n  was a 
p o s i t iv e  f a c to r  in f lu e n c in g  th e  su c c e ss fu l developm ent o f th e  
firm  as a  whole ( 38) . "
d . "The PPITB re p re s e n ts  an o th er form o f government b u reau cracy  
t h a t  has caused co m p lica tio n s  in  th e  p a s t and a l o t
o f  tim e -w a stin g . We re c e iv e  p e r io d ic  v i s i t s  from peop le  t r y in g  
to  j u s t i f y  t h e i r  e x is te n c e  ( 42) . "
e , "The PPITB t r a in in g  o f f ic e r s  have been very  h e lp fu l by p re s e n tin g  
us w ith  a  f r e s h  approach to  th e  t r a in in g  a c t i v i t i e s  c a r r ie d  out 
by th e  group t r a in in g  s t a f f  ( 56) . "
f ,  "They a re  a  com plete w aste o f tim e (75)*”
g . One resp o n d en t com plained about th e  ajnount o f tim e w asted in  
com pleting  forms and going over th e s e  w ith  a  t r a in in g  o f f ic e r ,  
th e  p a te rn a lism  o f th e  PPITB and th e  f a c t  th a t  a  l o t  o f t r a in in g  
schemes were n o t r e a l l y  r e le v a n t  to  th e  p ro d u c tio n  o p e ra tio n s  
c a r r ie d  on in s id e  a  sm all p r in t in g  firm  ( 140) .
h . A nother responden t though t th a t  th e  s e rv ic e s  p ro v id ed  by th e  
PPITB were in s tru m e n ta l in  making th e  o rg a n is a tio n a l s t r u c tu r e  
o f  th e  firm  more w orkable and a lso  in  o b ta in in g  a  c le a r e r  
d e f i n i t i o n  of management r e s p o n s i b i l i t i e s .  E lsew here th e  firm  
had used PPITB s e rv ic e s  s u c c e s s fu lly  in  th e  f i e l d  o f management 
developm ent. For example th e  PPITB had been adept i n  id e n t i f y ­
in g  a  p o te n t ia l  m anager’s weak a re a s  and su b seq u en tly  d e v is in g  
s u i t a b l e  t r a in in g  co u rses  ( l49)»
8 . F in a n c ia l  S e rv ic e s ,  Bnployment and Qomputer B ureaux  firm s
(8 , 38) s p e c i f ie d  th a t  s e rv ic e s  had been o b ta in ed  from f in a n c ia l  
o r g a n is a t io n s .  The ty p es  o f o rg a n is a tio n  in c lu d ed  i n  th e  q u e s tio n n a ire
1 9 0 .
were c le a r in g  banks (e x c lu d in g  normal bank ing  s e rv ic e s )  and o th e rs  
such as I  CFG and m erchant b anks. I n  th e  case  o f b o th  f irm s  
management co n su ltan cy  was n o t in c lu d ed  in  th e  s e rv ic e s  re c e iv e d , i . e . ,  
g e n e ra l f in a n c ia l  ad v ice  on th e  a c q u is i t io n  o f new m achinery was th e  
a re a  m entioned . One responden t ( 38) m entioned th a t  a  bank manager had 
g iven  u s e fu l  ad v ice  on a wide v a r ie ty  o f f in a n c ia l  to p ic s  and a lso  
th a t  th e  bank p rep a red  th e  f i r m ’s p a y ro ll  t h e r e f o r e  m aking  i t  
u n n e c e s sa ry  t o  employ a p a y r o l l  c l e r k .
Employment bu reaux  were used to  r e c r u i t  s e c r e t a r i a l  s t a f f  ( f iv e  
f i rm s ) ,  tem porary  s e c r e t a r i a l  s t a f f  (one f irm ) , n o n - te c h n ic a l s t a f f  
such as  van d r iv e r s  and warehouse s t a f f  ( th r e e  firm s) and te c h n ic a l  
s t a f f  (one f i r m ) .  I n  th e  case  o f th e  l a t t e r  firm  ( 38) an employment 
b u reau  was used  to  r e c r u i t  te c h n ic a l  s t a f f  from o th e r  p a r t s  o f th e  
c o u n try  becau se  th e  r u r a l  lo c a t io n  o f th e  firm  hampered re c ru itm e n t.  
T hree firm s (42 , 75i 140) ob ta in ed  s e rv ic e s  from a  computer b u reau  
i n  such a re a s  as  th e  weekly a n a ly s is  o f s to ck  h o ld in g s , w o rk -in - 
p ro g re s s  and p ro d u c tio n  c o s ts .  One o f th e se  firm s (42) a ls o  used 
a com puter b u reau  to  produce m onthly  management a c c o u n ts .
191.
DETAILS OF THE MANAGEbIMT AREAS STREITGTHEMED
AS A RESULT OF USING OUTSIDE SERVICES
These a r e  sum m arised i n  T ab le  9*5 and I l l u s t r a t i o n  9 . 2 .
The v a r io u s  management a re a s  w i l l  now be lo o k ed  a t  i n  more 
d e t a i l .
1 . G eneral Management and O rg a n is a t io n
Prom T a b le  9 «6 i t  can be seen  th a t  th e  th r e e  f irm s  m e n tio n in g  
t h i s  a r e a  a l l  s p e c i f i e d  more e f f e c t i v e  company o r g a n is a t io n  and’ 
management s t r u c t u r e ,  in c lu d in g  a c l e a r e r  d e f i n i t i o n  o f  management 
r e s p o n s i b i l i t i e s .  Two o f  th e s e  f irm s  -  b o th  in d e p en d e n t 
com panies -  a ls o  m en tio n ed  im proved company p la n n in g  and d e v e lo p ­
m ent, c l e a r e r  c o rp o ra te  o b je c t iv e s ,  more e f f e c t i v e  company p o l ic y  
and e x e c u tiv e  c o u n s e l l in g .
Firm  149 a t t r i b u t e d  th e  s t r e n g th e n in g  to  th e  a g e n c ie s  o f th e  
PPITB. The m anaging d i r e c t o r  o f  Firm  14 s a id  t h a t  a s  a  r e s u l t  o f 
a t te n d in g  a  s e r i e s  o f  BPIP sem in ars  he d e c id e d  to  d e p a r tm e n ta l is e  
th e  f irm . T h is  r e s u l t e d  i n  th in g s  b e in g  done more on i n i t i a t i v e  
i n  h i s  a b se n c e  and w ith o u t to o  much r e f e r e n c e  to  him when he  was 
t h e r e .  I n  t h e  c a se  o f  F irm  38> i t s  g e n e ra l  m anager s t r e s s e d  
t h a t  th e  f o u r  a r e a s  s tre n g th e n e d  w ere d i r e c t l y  a t t r i b u t a b l e  to  
th e  s u c c e s s f u l  im p le m e n ta tio n  o f  recom m endations on o r g a n i s a t i o n ­
a l  r e c o n s t r u c t io n  made by th e  PPITB in  a su rv ey  u n d e r ta k e n  i n
1974.
2. F in a n c ia l  Management and A d m in is tra tio n
D e ta i l s  o f  th e  s ix  f irm s  which had o b ta in e d  a  s t r e n g th e n in g  in  
t h i s  a r e a  w i l l  be found i n  T ab le  9»7* From th e  t a b l e  i t  can be 
seen  t h a t  f i v e  f i im s  in d ic a te d  f in a n c ia l  p la n n in g , th e  i n t r o d u c t io n  
o f  management a c c o u n tin g  system s and th e  g e n e r a t io n  o f  management
192.
T ab le  9 . 5  '  The Management Areas S tr e n g th e n e d
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Table 9 , 7  : F in a n c ia l Management and A d m in istration
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and f i n a n c i a l  in fo r m a t io n .  Pour f irm s  m en tioned  r e c e iv in g  
a s s i s t a n c e  w ith  th e  p r e p a r a t io n  o f  a p p l ic a t io n s  f o r  o u ts id e  
f in a n c e ;  t h r e e  f irm s  th e  c a lc u la t io n  o f  f i n a n c i a l  r a t i o s ;  two f irm s  
th e  p r o v is io n  o f  tem p o rary  s t a f f ;  and one f irm  O&M. and o f f i c e  
equipm ent e v a lu a t io n  and s e l e c t i o n .
P e rso n n e l M anagement, Development and T r a in in g
T ab le  9 - 8  in c lu d e s  th e  d e t a i l s  o f  th e  th r e e  f irm s  w hich had 
o b ta in e d  a  s t r e n g th e n in g  in  t h i s  a r e a .  A ll th r e e  s p e c i f i e d  jo b  
e v a lu a t io n  and  d e s c r ip t i o n ;  two i n d u s t r i a l  r e l a t i o n s  p o l ic y  and 
t r a i n i n g  n e e d s  a n a ly s i s ;  and one management developm ent and 
c l e r i c a l  s t a f f  t r a i n i n g  and r e c ru i tm e n t .
4 . M a rk e tin g  and S a le s
The f irm  t h a t  had  o b ta in e d  a s t r e n g th e n in g  i n  t h i s  a r e a  
s p e c i f i e d  m ark e t r e s e a r c h  and s a le s  f o r e c a s t in g ,  s a l e s  
o r g a n is a t io n  and c o n t r o l ,  and s a le s  t r a i n i n g .
5* P ro d u c tio n  Management and C o n tro l
T a b le  9 .9  c o n ta in s  d e t a i l s  o f  th r e e  f irm s  w hich had o b ta in e d  
a  s te n g th e n in g  in  t h i s  a r e a .  The developm ent o f  new p ro d u c t io n  
f a c i l i t i e s  was m en tio n ed  by a l l  t h r e e .  Two f irm s  (3 8 , 78) s p e c i f ie d  
th e  fo l lo w in g  a r e a s :  s e l e c t i o n  o f  p la n t  and equipm ent, q u a l i ty
c o n t r o l ,  m a t e r i a l s  w aste  c o n t r o l ,  and p lan n ed  and p re v e n t iv e  
m a in te n a n c e . The g e n e ra l  m anager o f  Firm  $8 s a id  t h a t  on being- 
a p p o in te d  to  h i s  p o s i t i o n  i n  1970 th e  f i r m ’ s b u i ld in g s  w ere a 
b i t  ru n  down and o ld  p r i n t i n g  m ach inery  was u se d . A f te r  
r e c e iv in g  t e c h n i c a l  a d v ic e  from a German m a n u fa c tu re r  o f  p r i n t i n g  
m ach in ery , and a f t e r  b u y in g  new m ach in eiy  from t h i s  s o u rc e , th e  
f irm  was a b le  to  p ro d u ce  i t s  l o c a l  w eekly new spaper in  h a l f  th e  
tim e  p re v io u s ly  ta k e n . In  a d d i t io n  th e  f irm  managed to  in c r e a s e  
th e  p a p e r ’ s s i z e  from 16 to  20 pages and a lso  red u c e  th e  p ro d u c tio n
197.
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l a b o u r f o r c e  by f o u r  p e rs o n s .
6 . R e c e iv in g  In fo rm a tio n  and A dvice h e lp f u l  in  ru n n in g  
th e  b u s in e s s
A ll s i x  f irm s  s p e c ify in g  t h i s  a r e a  had  r e c e iv e d  th e  fo llo w in g  
ty p e s  o f  in fo r m a t io n  and a d v ic e : te c h n ic a l  and te c h n o lo g ic a l ,
econom ic and f i n a n c i a l ,  and th e  i n t e r p r e t a t i o n  o f  new l e g i s l a t i o n .
2 0 0 .
DETAILS OF THE FACTORS V/HICH CONTRIBUTED TO AN INCREASE 
IN SALES TURI^ OVER
T hese a r e  sum m arised i n  I l l u s t r a t i o n  9 •3* The comments 
made by th e  re s p o n d e n ts  a r e  s e t  o u t below .
1. The end o f  a c y c l i c  boom o c c u r r in g  i n  th e  in d u s t r y  m id -19? 1 
to  m id-1975 and th e  change from a s e l l e r s ’ to  a  b u y e r s ’ m ark e t 
(F irm s 56 and 78)* The e x e c u tiv e  d i r e c t o r  o f  Firm  56 s a id  t h a t  
s in c e  May 1975 th e  tu r n o v e r  o f  h i s  f irm  had  f i r s t  d e c l in e d ,  
l e v e l l e d  o u t and a t  th e  tim e  o f  th e  f i e l d  v i s i t  -  March 1976 -  
i t  was s a id  to  be s t a t i c . *
2. The im p o rta n c e  o f  u s in g  modern p ro d u c tio n  equipm ent ( l 4 ,  58,
4 2 , 78 , 1 4 9 ).
The m anaging d i r e c t o r  o f  Firm  14 in d ic a te d  t h a t  th e  u se  o f  more 
modern and com pact p r i n t i n g  m achinery  and a n c i l l i a r y  equipm ent 
o b v ia te d  t h e  n eed  to  e x ten d  h i s  f a c to r y  p re m is e s . The fo u n d e r  
and m anaging d i r e c t o r  o f  Firm  42 s t r e s s e d  th e  im p o rtan c e  o f  
i n c r e a s in g  e f f i c i e n c y  such  as s e l l i n g  and p ro d u c in g  more on 
th e  e x i s t i n g  s t a f f  l e v e l ,  o r  i f  p o s s ib le  v /ith  l e s s .
3 . S p e c ia l i s in g  i n  th e  p ro d u c tio n  o f  c e r t a i n  k in d s  o f  p ro d u c t ,
e . g . ,  books, p e r i o d i c a l s ,  jo u r n a ls  ( l 4 ,  78 , 140, 1 4 9 )« fNe 
fo u n d e r  and m anaging d i r e c t o r  o f  Firm  140 m en tio n ed  t h a t  b e ca u se  
he d id  n o t  v /ish  to  rem ain  a jo b b in g  p r i n t e r  he had d i v e r s i f i e d  
in t o  p u b l i s h in g  by o f f e r i n g  a p e rs o n a l  and h ig h  q u a l i ty  s e r v ic e  
to  a  l im i t e d  num ber o f  a c c o u n ts . A cco rd in g ly  th e r e  w ere ab o u t 
t h i r t y  a c c o u n ts  f o r  w hich books w ere p roduced  i n  q u a n t i t i e s  o f  
500 to  10 ,000  c o p ie s .
* The same re sp o n d e n t s t a t e d  a ls o  t h a t  he knev/ o f  some p a p e r  
c o n v e r t in g  f irm s  w hich had e x p e r ie n c e d  a drop in  s a le s  
tu r n o v e r  by a s  much as 60 p e r  c en t o v e r a  p e r io d  o f  l e s s  
th a n  tw e lv e  m onths.
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4 . The re sp o n d e n t from Firm  8 commented t h a t  th e  e x p ec ted  
b e n e f i t s  from  a m erg er w ith  a n o th e r  p r i n t i n g  f irm  w ere 
ta k in g  lo n g e r  to  a p p e a r  th a n  o r i g i n a l l y  th o u g h t.
5. I n f l a t i o n  i n  th e  form  o f  in c r e a s e d  p r i n t  p r i c e s  cau sed  a 
r e d u c t io n  o f  o rd e r s  r e c e iv e d  by Firm  75» w ith  t h i s  le a d in g  to  
an i n t e n s i f i e d  s e l l i n g  e f f o r t  to  r e p la c e  th e  l o s t  w ork.
2 0 2 .
I l l u s t r a t i o n  9*5  * F a c to r s  C o n tr ib u t in g  t o  an In c re a se d  S a le s































COMMMTARY ON THE INFLUENCE OF OUTSIDE SERVICES 
ON GROV/TH
As m en tio n e d  b e fo re  e ig h t  o f  th e  f irm s  v i s i t e d  had  s t a t e d  
t h a t  th e  u s e  o f  o u ts id e  s e r v ic e s  had  been one o f  s e v e r a l  f a c to r s  
i n f l u e n c in g  g ro w th , w ith  th e  re m a in in g  f irm  c la im in g  t h a t  t h i s  
in f l u e n c e  had  been  p o s i t i v e .
The re s p o n d e n ts  w ere asked  i f  th e y  had any comments to  
make on th e  s u b je c t .  Two made none (8 , 14) and seven  d id , w ith  
t h e  comments made by th e  l a t t e r  b e in g  s e t  o u t below .
The g e n e r a l  m anager o f  Firm  $8 r e p e a te d  t h a t  th e  in f lu e n c e  
had  been  p o s i t i v e  and t h a t  a l l  th e  management a r e a s  s p e c i f i e d  
i n  th e  q u e s t io n n a i r e  had  been s tr e n g th e n e d  as a  r e s u l t  o f  
u s in g  o u ts id e  s e r v ic e s .  He th e n  v/ent on to  d e s c r ib e  th e  r e c e n t  
h i s t o r y  o f  th e  f irm  and t h i s  i s  p re s e n te d  below .
( i )  The f irm  was e s ta b l i s h e d  in  1860 and i t  t r a d e d  as  a  c lo se d  
p r i v a t e  company, w ith  a l l  i t s  seven  s h a re h o ld e rs  coming from  
one fa m ily .
( i i )  The f i r m ’ s g e n e ra l  m anager had been  bo rn  i n  th e  v i l l a g e  
w here th e  f irm  was lo c a te d  and b e fo re  r e t i r i n g  he had been a 
d e t e c t i v e  c h i e f  in s p e c to r  w ith  I n t e r p o l  in  A f r ic a .  I n  1969 
h e  jo in e d  th e  f irm  a t  th e  r e q u e s t  o f  i t s  m anaging d i r e c t o r ,  
w ith  th e  two men b e in g  l i f e - l o n g  f r i e n d s .
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( i i i )  The g e n e ra l  m anager had no p re v io u s  b u s in e s s  management 
e x p e r ie n c e .
( iv )  The p l ig h t  o f th e  firm  in  19^9 was d e sc r ib e d  i n  th e  fo llo w in g  
way:
•  th e  b u s in e s s  p rem ises were a  l i t t l e  ru n  down and o ld  
p r in t in g  m achinery was used
•  a  s ta t io n e r y  shop o p era ted  by  th e  firm  was lo s in g  money-  
m ain ly  t h r o u ^  e x is t in g  buy ing  p o l i c i e s  and in e f f e c t iv e  
s to c k  c o n tro l
•  th e  co n ten t and c i r c u la t io n  o f a  lo c a l  newspaper produced 
by  th e  firm  needed d ev elo p in g
e a  n earby  warehouse owned by  th e  firm  was c o s t ly  to  o p e ra te
•  many o f th e  f i r m ’s p e rso n n e l were lo n g -s e rv in g  and i t  was 
co n sid e red  th a t  an in je c t io n  o f  new b lood  was needed
•  th e  firm  had re c e iv e d  l im ite d  f in a n c ia l  ad v ice  i n  th e  p a s t  
and f in a n c ia l  c o n tro l h inged on th e  r e c e ip t  o f a u d ite d  
accoun ts  s e v e ra l months a f t e r  th e  end o f  a  p a r t i c u l a r  
f in a n c ia l  y e a r .
(v )  The managing d i r e c to r  d ied  of a  coronary  i n  1970 and su b seq u en tly  
th e  re sp o n d en t was appoin ted  g en era l manager w ith  f u l l  r e s p o n s ib i l i ty  
fo r  th e  ru n n in g  o f th e  b u s in e s s .
T h is  was th e r e f o r e  th e  s i t u a t i o n  f a c in g  th e  g e n e ra l
manager when he to o k  over th e  d ay -to -d a y  management o f th e  b u s in e s s  
and b e fo re  th e  o u ts id e  s e rv ic e s  s p e c if ie d  had been  used .
The managing d i r e c to r  o f Firm 42 m entioned th e  im portance  of 
r e c e iv in g  sound adv ice  on f in a n c ia l  and accountancy  m a tte rs  and a lso  
th e  ran g e  and dep th  of some s e rv ic e s  o b ta in a b le  from th e  BPIF. The 
e x e c u tiv e  d i r e c to r  o f Firm ^6 s in g le d  out th e  e f f e c t iv e n e s s  o f  th e
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t r a in in g  a d v iso ry  s e rv ic e s  p rov ided  by th e  PPITB, and a d i r e c t o r  
o f  Firm  75 th ough t th a t  th e  con tinued  su rv iv a l of th e  sm all firm  
was dependent on a  l o t  o f  f in a n c ia l  adv ice  b e in g  o b ta in ed .
I n  th e  case  o f Firm 78 th e  managing d i r e c to r  viewed th e  
in f lu e n c e  as  b e in g  l im i t e d  b e ca u se  o f  th e  s t r e n g th s  o f  th e  
e x i s t i n g  management team . I n  c o n tra s t  th e  managing d i r e c to r  o f
Firm I40 rem arked th a t  when he e s ta b lis h e d  th e  b u s in e s s  i n  1968 he 
had no knowledge o f  p r in t in g  and no p rev io u s  b u s in e s s  e x p e rien c e . 
T h ere fo re  i n  th e  y e a r s  w hich fo llo w e d  o u ts id e  s e r v ic e s  w ere u sed  
w henever th e y  w ere n eed ed . F in a n c ia l  a d v iso ry  s e r v ic e s  o b ta in e d  
from  a c h a r te r e d  a c c o u n ta n t and th e  BPIF w ere s in g le d  o u t a s  
b e in g  e s p e c i a l l y  h e lp f u l .
The rem ain in g  firm  (149) had used o u ts id e  s e rv ic e s  whenever 
th e re  was a  re q u ire m e n t. However as th e  firm  had fo llow ed  a  course  
o f p lanned growth c e r ta in  management s e rv ic e s  such as management 
acco u n tin g  and work study  were a u to m a tic a lly  p rov ided  on an in t e r n a l  
b a s i s .  The growth o f t h i s  firm  i s  i n t e r e s t i n g  because  i t  was 
e s ta b l is h e d  i n  1967 to  e n te r  th e  book, m agazine and p e r io d ic a l  
p r in t in g  f i e l d  by u s in g  th e  most u p - to -d a te  p r in t in g  m achinery and 
a n c i l l i a r y  equipm ent. The r e s u l t in g  p ro d u c tio n  e f f ic ie n c y  made th e  
firm  c o s t c o m p e titiv e  because  c o s ts  were a  claim ed tw e n ty -f iv e  p e r 
c e n t ,  low er th a n  th o se  in c u rre d  by th e  o ld e r - e s ta b l i s h e d  firm s in  
th e  f i e l d .  T h e re fo re  a  l o t  o f p r in t  work was acq u ired  a t  th e  
expense o f th e s e  f irm s  and th e  p h y s ic a l expansion o f p ro d u c tio n  
f a c i l i t i e s  occu rred  as a  r e s u l t  o f an in c re a s in g  demand f o r  s e r v ic e s .  
T h is  p ro d u c tio n  e f f ic ie n c y  was sa id  to  be th e  main f a c to r  in f lu e n c in g  
an in c re a s e  i n  s a le s  tu rn o v e r from zero  i n  1967 to  approx im ate ly  
£4m. p .a .  i n  1975*
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PROBLBiS ETCOTOTTERED WITH USING OUTSIDE SERVICES
P o u r f i r m s  had n o t e n co u n te re d  any problem s and f i v e  
f i rm s  h ad  f a c e d  few  p ro b lem s. D e ta i l s  o f  th e  ty p e s  o f  problem  
fa c e d  w i l l  b e  found  in  T a b le  9 .1 0 .
FUTURE RËQIJI RBIEInIT S
One f irm  (149) e x p ec te d  to  u se  l e s s  o u ts id e  s e r v ic e s  in  
th e  f u t u r e  b e c a u se  th e r e  was an a d eq u a te  i n t e r n a l  p ro v is io n  o f  
managem ent s e r v i c e s ,  e . g . ,  a cco u n tan cy , work s tu d y . A lso th e  
same f i r m  in te n d e d  to  r e s ig n  i t s  m em bership o f th e  BPIF on th e  
g ro u n d s t h a t  th e  s e r v ic e s  o f f e r e d  w ere more a p p r o p r ia te  t o  th e  
n e ed s  o f  s m a l le r  f i r m s . L a s t ly  i t  hoped t h a t  an exem ption 
c e r t i f i c a t e  w ould be o b ta in e d  soon from  th e  PPITB, b u t th e  
t r a i n i n g  a d v is o r s  from th e  same body would s t i l l  be in v o lv e d  
w ith  managem ent developm ent schem es. F iv e  f irm s  (8 , 14, 56, 
75> 7 8 ) c o n s id e re d  t h a t  f u tu r e  re q u ire m e n ts  would be abou t th e  
same: t h r e e  o f  th e s e  f irm s  had an i n t e r n a l  p ro v is io n  o f  
management s e r v i c e s .  Of th e  o th e r  tvm, one ( l 4 )  in d ic a te d  
t h a t  th e  e x i s t i n g  c lo s e  c o n ta c t  w ith  th e  BPIF would be 
m a in ta in e d  and t h a t  o th e r  s e r v ic e s  would be u sed  i f  t h e r e  was 
a  n e e d . The re m a in in g  th r e e  f irm s  (3 8 , 42, 140) e x p ec te d  to  
u s e  m ore o u t s id e  s e r v ic e s .  The m anaging d i r e c t o r  o f  one o f  
th e s e  f i r m s  (4 2 ) made th e  fo llo w in g  comment:
# "We w i l l  u se  more and more each 
s u c c e s s iv e  y e a r  as  governm ent 
i n t e r f e r e n c e  arid l e g i s l a t i o n  
i n c r e a s e s , "
Summary d e t a i l s  o f th e  f irm s ’ f u tu r e  re q u ire m e n ts  w i l l  be 
fo u n d  in  T a b le  9•11*
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Table  9 .1 0  % D e ta i ls  of th e  Problems Encountered when U sing O utside  
S e rv ice s
Firm O u tsid e  S e rv ice  concerned Problem A rea
42 CcMQputer Bureau G eneral d i s s a t i s f a c t i o n  w ith  BPIF 
c o s t in g  s e rv ic e :  sw itched  to  
o u ts id e  b u reau
75 Computer Bureau A d m in is tra tio n : o c ca s io n a l problem s 
concerned w ith  form f i l l i n g  f o r  BPIF 
c o s t in g  s e rv ic e .
78 I n te r - f i r m  Comparison 
Scheme
In fo rm a tio n : ou tpu t o f BPIF manage­
ment r a t i o s  scheme cou ld  no t be  
re c o n c ile d  w ith  f i r m ’s o p e ra tio n s . 
P re se n t r e l ia n c e  cm in t e r n a l l y  
produced f ig u r e s .
140 A r b i t r a t io n  F a c i l i t y  
Computer Bureau
P r o d u c t iv i ty  Scheme
BPIF s e rv ic e s  d id  n o t prove to  be 
very  h e lp f u l .
A d m in is tra tio n : e x cessiv e  form 
f i l l i n g  f o r  BPIF s a le s  le d g e r  
a n a ly s is  s e rv ic e  -  use  d is c o n tin u e d ; 
s im i la r ly  fo r  c o s t in g  s e rv ic e  — 
sw itched  to  o u ts id e  b u reau .
BPIF s e rv ic e  caused d isco n ten tm en t 
among s t a f f :  re p la c e d  by  sim ple 
p r o f i t  s h a r in g  scheme.
149 Advice and C onsultancy 
from a  S u p p lie r  o f 
P ro d u c tio n  Equipment
P ro d u ctio n : f a i l u r e  o f  s u p p lie r  
to  r e c t i f y  some f a u l t s  on computer 
ty p e s e t t in g  equipm ent.
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T ab le  9 , 1 1  t F u tu re  Requirements f o r  O utside S e rv ice s
Firm F u tu re  R equirem ents AREAS; i f  more
COMMENTNo.
LESS ABOUT THE SAME MORE
o u ts id e  s e rv ic e s  
a re  to  be  used
8 • I n te r n a l  p ro v is io n  
of management 
s e rv ic e s  p lu s  a v a i l ­
a b i l i t y  a t  group 
le v e l
14 #
38 • F in a n c ia l Manage­
ment and 
Accountancy
42 # A ll Management 
Areas
56 # I n te r n a l  p ro v is io n  
o f management 
s e rv ic e s  p lu s  a v a i l ­
a b i l i t y  a t  group 
le v e l
75 e
7.8 • I n te r n a l  p ro v is io n  
o f  management 
s e rv ic e s  p lu s  a v a i l ­
a b i l i t y  a t  group 
le v e l
140 # P ro d u c ti on




and T ra in in g . 
In fo rm a tio n .
149 # I n te r n a i  p ro v is io n  
o f  management 
s e rv ic e s  p lu s  a v a i l ­
a b i l i t y  a t  group 
le v e l
LESS : 1 f irm ABOUT THE SAME : 5 f irm s MORE : 3 firm s
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GENERAL COI.llETTTS ON OUTSIDE SERVICES
T a b le  9 .1 2  sum m arises a  num ber o f  g e n e ra l  comments made 
on th e  u s e  o f  o u ts id e  s e r v ic e s .  The comments made a r e  s e t  ou t 
be low .
a . F o u r re s p o n d e n ts  c o n s id e re d  t h a t  i n  g e n e ra l  sm a ll f irm s  
w ere s u f f i c i e n t l y  aw are o f  th e  d i f f e r e n t  ty p e s  o f  o u ts id e  
s e r v i c e  c u r r e n t ly  a v a i l a b l e .  The re sp o n d en t from  Firm  56 
commented:
"Liade aw are: y e s !  T ak ing  n o tic e *  n o !"
b . E ig h t re s p o n d e n ts  th o u g h t t h a t  i n  g e n e ra l  sm all f irm s  
s h o u ld  make b e t t e r  u se  o f  a v a i l a b le  o u ts id e  s e r v ic e s .
Two o f  th e s e  re sp o n d e n ts  (75> 140) b e l ie v e d  t h a t  th e  e x te n t  
o f  th e  u s e  r e a l l y  depended on how many w eaknesses th e r e  
w ere  in  th e  management o f  a  p a r t i c u l a r  sm all f i i r a ;  a n o th e r  
( 7 8 ) s a id  i t  T/as e s s e n t i a l  f o r  th e  u s e r  to  c l e a r l y  u n d e r­
s ta n d  what b e n e f i t s  w i l l  r e s u l t ,  e s p e c ia l l y  in  th e  c a se  o f  
su ch  s e r v ic e s  as  management c o n su lta n c y ; and l a s t l y ,  one 
re s p o n d e n t ( 149) f e l t  t h a t  many sm all f irm s  m is ta k e n ly  
b e l ie v e d  t h a t  o u ts id e  s e r v ic e s  w ere ex p en s iv e  w ith  th e  
r e s u l t  b e in g  t h a t  to o  l i t t l e  u se  was made o f  them .
c . E ig h t re s p o n d e n ts  th o u g h t t h a t  sm all and m ed ium -sized  
p r i n t i n g  f i rm s  sh o u ld  make b e t t e r  u s e  o f  e x i s t i n g  o u ts id e  
s e r v i c e s ,  e s p e c ia l l y  th e  w e ll p u b l ic i s e d  s e r v ic e s  o f f e r e d  
by th e  BPIF. One re sp o n d e n t made th e  fo l lo w in g  comment:
•  "A l o t  o f  sm all f irm s  i n  th e  in d u s t r y  n e e d in g
o u ts id e  h e lp  j u s t  do n o t want to  know. Y/lien 
th e y  do -  say  b ecau se  o f  f i n a n c i a l  p rob lem s 
su ch  as  l i q u i d i t y  -  i t  i s  o f te n  to o  l a t e .
I t  i s  no u se  c a l l i n g  in  management c o n s u l ta n ts
when th e  firm  i s  n e a r ly  b a n k ru p t ."
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d . S ix  re sp o n d e n ts  c o n s id e re d  t h a t  th e  p r i n t i n g  and a l l i e d  
t r a d e s  was a d e q u a te ly  p ro v id e d  w ith  o u ts id e  s e r v ic e s .  
One re sp o n d e n t (14 ) th o u g h t t h a t  i f  BPIP members w anted 
a  c e r t a i n  s e r v ic e  and i f  t h i s  s e r v ic e  was n o t  p ro v id e d  
c e n t r a l l y , t h e n  th e  n e c e s s a ry  p r e s s u r e  would be e x e r te d  
by members i n  th e  re g io n s  u n t i l  th e  s e r v ic e s  w ere made 
a v a i l a b le .  T h ree  re sp o n d e n ts  th o u g h t t h a t  th e r e  was a 
s h o r t f a l l ,  namely*
e The p r o v is io n  o f  'package*  acco u n tan cy  s e r v ic e s  
by th e  BPIP f o r  ver}'- sm all p r i n t i n g  f irm s  (7 5 ) •
•  Te c l in ic a l  c o n su lta n c y  s e r v ic e s  s im i la r  to  th o s e  
o f f e r e d  by PIRA b u t on a  more l o c a l  b a s i s  (1 4 0 ) ,
• More com prehensive  te c h n ic a l  c o n su lta n c y  
s e r v ic e s  (149)»
e , None o f  th e  f irm s  had fa c e d  any prob lem s to  do vmLth th e  
i d e n t i f i c a t i o n  and s e l e c t i o n  o f  s u i t a b l e  p ro v id e r s  o f  
o u ts id e  s e r v ic e s .
f . Two f irm s  had u se d  o u ts id e  s e r v ic e s  n o t l i s t e d  i n  th e  
q u e s t io n n a ir e ,  nam ely a d v e r t i s i n g  and p u b l ic  r e l a t i o n s  
a g e n c ie s  f o r  th e  p rom otion  o f  p r i n t i n g  s e r v ic e s .  A f te r  
r e c e iv in g  th e  p o s ta l  q u e s t io n n a ir e  Firm  14 had been 
v i s i t e d  by a B a rc la y s  B u sin ess  A dvisory  S e rv ic e  M anager, 
D uring  th e  c o u rse  o f  a  fo u r-d a y  v i s i t  th e  f i r m 's  
a c c o u n tin g  sy stem s w ere app roved  and t h i s  o p p o r tu n i ty  
f o r  th e  bank to  f a m i l i a r i s e  i t s e l f  w ith  th e  f i r m 's  
o p e ra t io n s  e n a b le d  th e  f irm  to  su b se q u e n tly  n e g o t i a t e  
in c re a s e d  lo a n  f a c i l i t i e s .
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T a b le  9 . 1 2  % GenereuL Commentary on O u ts ide  S e rv ice s
AWARENESS
I n  g e n e ra l , a re  sm all firm s s u f f i c i e n t l y  aware o f  th e  d i f f e r e n t  ty p es  




4 (1 4 , 56, 75, 149)
2 (3 8 , 78)
3 (8 , 42, 140)
BETTER USE
I n  g e n e ra l , should sm all firm s make b e t t e r  use  o f th e se  s e rv ic e s?
Yes ; 8
Don’t  Know : 1 (8 )
In  g e n e ra l , should sm all and m edium -sized p r in t in g  firm s make b e t t e r  
u se  o f o u ts id e  s e rv ic e s?
Yes ; 8
Don’t  know ; 1 (75)
SHORTFALL
Do you th in k  th a t  th e r e  i s  a  s h o r t f a l l  i n  th e  p ro v is io n  o f o u ts id e  
s e r v ic e s  to  sm all and m edium -sized firm s  o p e ra tin g  i n  th e  p r in t in g  
and a l l i e d  tra d e s?
Yes : 3 (7 5 , 140, 149)
No : 6 (8 , 14, 38, 42, 56, 78)
SELECTION
Were any problem s faced  i n  th e  fo llc w in g  a reas?
Yes No
: F in d in g  out i f  a  c e r ta in
ty p e  o f  o u ts id e  s e rv ic e
was a v a i la b le ;  -  9
; S e le c t in g  a  s u i ta b le
p ro v id e r ; — 9
OTHERS USED
Were any o u ts id e  s e rv ic e s  used which were no t s p e c if ie d  in  th e  
q u e s t i  onnaire?
Yes ; 2 (4 2 , 78)
No ; 7
2 1 2 .
OUTSIDE DIRECTORS
The re s p o n d e n ts  were asked  i f  a  n o n -e x e c u tiv e  d i r e c t o r  
had b een  a p p o in te d  to  a c t  in  an  a d v iso ry  c a p a c i ty .  The 
answ ers g iv e n  h av e  been  s e t  o u t i n  T ab le  9 «15 and from  t h i s  
t a b l e  i t  can be seen  t h a t  seven  f irm s  had n o t made such  an 
a p p o in tm e n t. Of th e s e  seven , fo u r  w ere group members and th r e e  
w ere in d e p e n d e n t com panies w hich had n o t y e t  exam ined th e  
p o s s i b i l i t y .
The fo u n d e r  and m anaging d i r e c t o r  o f  Firm  140 m en tio n ed  
t h a t  t h e r e  was an in fo rm a l e q u iv a le n t ,  nam ely a  f r i e n d  who 
was a  d i r e c t o r  o f  a l a r g e  p r i n t i n g  and p u b l i s h in g  group 
g iv in g  g e n e r a l  a d v ic e  on ru n n in g  a sm a ll p r i n t i n g  and 
p u b l i s h in g  b u s in e s s .  A cco rd in g ly  a l o t  o f  v e ry  h e lp f u l  
a d v ic e  h ad  been  re c e iv e d , e s p e c ia l l y  in  th e  p ro d u c tio n  
and m a rk e tin g  f i e l d s .
T h e re fo re  Firm  42 was th e  on ly  one to  a p p o in t an o u ts id e  
d i r e c t o r  and t h i s  had  been  done q u i te  some tim e  ago . I t  
was m en tio n ed  i n  an e a r l i e r  s e c t io n  t h a t  th e  a d v ic e  g iv e n  
by th e  f i r m 's  f i n a n c i a l  d i r e c t o r  had been an im p o r ta n t 
f a c t o r  i n  th e  s u r v iv a l  and developm ent o f  t h i s  p r i n t i n g  
b u s in e s s .
ACHIEVING GROWTH WITHOUT USING OUTSIDE SERVICES
The re s p o n d e n ts  were asked  i f  th e y  c o n s id e re d  t h a t  
th e  same amount o f  grow th would have been a c h ie v e d  i f  th e  
o u ts id e  s e r v ic e s  w hich th e y  s p e c i f i e d  had n o t been  u se d .
T ab le  9 .1 4  sum m arises th e  o p in io n s  w hich w ere g iv e n .
The f o u r  group members m a in ta in e d  t h a t  th e  same amount 
would h av e  been  a c h ie v e d , c h ie f ly  b ecau se  o f  i n t e r n a l  p r o v is io n  
o f  management s e r v ic e s  (5 6 , 7 8 ,1 4 9 ) , group p la n s  f o r  ex p an sio n  
(B, 56) o r  p la n n in g  s p e c i f i c a l l y  f o r  g row th  ( l4 9 )«
215.
T ab le  9*15 : Appointment o f  O uts ide  D ire c to r s
Appointment
Made
F u n c tio n  and Q u a l i f ic a t io n s  
o f  Non—ex ec u tiv e  D ire c to r
Reason fo r  n o t making th e  
Appointment_____
Firm belongs 
t o  a  Group 
of Companies
P o s s ib i l i t y
not
Examined
YES; 1 ( 42) F in a n c ia l  A dviser: 
C h arte red  A ccountant.
INFORMALLY: 1 G eneral A dviser: D ire c to r  
( 140) o f a  la rg e  p u b lish in g  and 
p r i n t i n g  group.
m  : 7
(7 5 , 38, 14)
( 1 4 9 ,7 8 ,8 ,5 6 )
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T ab le  9 . 1 4  » A chieving  Growth w ithou t Using O uts ide  S e rv ic e s
Firm OPINION STATUS
No. Yes No Don’tKnow





8 e # The firm  merged w ith  
an o th er p r in t in g  firm  
i n  th e  p e r io d  review ed
56 # e I n te r n a l  a v a i l a b i l i t y  
o f management s e rv ic e s
78 • • I n te r n a l  a v a i l a b i l i t y  
o f management s e rv ic e s
149 • • Planned groxvth and 
i n t e r n a l  a v a i l a b i l i t y  
of management s e rv ic e s
14 • • Use f a c i l i t a t e d  ta c k l in g  
problem s b e fo re  th e y  
grew to o  b ig
38 # • Use was a  p o s i t iv e  
in f lu e n c e  on growth
42 • • Im p ra c tic a b le  to
p ro v id e  some s e r v ic e s  
i n t e r n a l l y .
140 • # B ankruptcy would have 
occu rred  i f  s e r v ic e s  
had n o t been used
75 # # Growth was th o u g h t to  be 
a  m a tte r  o f lu c k  in  
many case s
215.
In  c o n t r a s t  fo u r  in d e p en d e n t f irm s  -  p r i v a t e  l im i t e d  
com panies -  th o u g h t t h a t  th e  same amount o f  grow th  
w ould n o t  have been  a c h ie v e d . The re m a in in g  in d e p e n d e n t view ed 
g row th  a s  a  m a t te r  lu c k  i n  many c a s e s .
LIMIT TO GRO^ TTH
Each re sp o n d e n t was asked  i f  th e re  was a c o n s id e re d  
l i m i t  to  grow th  and i f  t h i s  was so what s i z e  in  te rm s  o f  
num bers employed a n d /o r  an n u al s a le s  tu rn o v e r  was i t  
r e p r e s e n te d  by . The answ ers g iv en  a re  sum m arised i n  T ab le  
9 . 1 5 , w ith  th e  s a l i e n t  p o in ts  b e in g :
•  L im it D efined  : 7 f irm s
•  L im it U ndefined  : 1 f irm
•  L im it U n recogn ised  : 1 f irm
The seven  f irm s  w hich d e f in e d  a l i m i t  a r e  grouped
below :
•  L im it Reached : 5 f irm s
•  L im it Not Reached : 4 f irm s
The th r e e  f irm s  which had reach ed  th e  l i m i t  o f  
t h e i r  grov/th  i n  te rm s o f  num bers employed w ere a s  
fo l lo w s :
( i )  Firm  42 . The l i m i t  was 65 p e rso n s  w ith  th e  f irm  
h o p in g  to  in c r e a s e  s a l e s  tu rn o v e r  on t h i s  s t a f f  
l e v e l ,  o r  i f  a t  a l l  p o s s ib le  w ith  s l i g h t l y  l e s s .
The m ain re a so n s  f o r  n o t s e e k in g  f u r t h e r  grow th 
w ere r e l a t e d  to  th e  p re s e n t  h o s t i l e  env ironm ent 
f o r  th e  sm all f irm , e . g . ,  l e g i s l a t i v e  and f i s c a l  
c o n s t r a i n t s .
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( i i )  F irm  56. The f irm  ex p ec ted  to  in c r e a s e  tu r n o v e r  
from  f1 ,8m . to  £3m. w ith  th e  p re s e n t  lo w er s t a f f  
l e v e l  o f  88 p e rs o n s , and th e  h ig h e s t  tu rn o v e r  
th o u g h t a t t a i n a b l e  in  th e  f i r m 's  m arke t was £5%.
I t  was u n l ik e ly  t h a t  th e  h ig h e r  f ig u r e  would be 
p u rsu e d  b e ca u se  th e  c u r r e n t  p o l ic y  o f  th e  group 
was one o f  re d u c in g  th e  'headcoun t*  n o t i n c r e a s in g  
i t .
( i i i )  F irm  149. The l i m i t  in  te rm s o f  num bers employed 
had been  re a c h e d  w ith  th e  p re s e n t  number o f  200 
p e r s o n s .  The re a so n s  f o r  th e  f irm  n o t g o in g  
beyond t n i s  l i m i t  w ere th e  in f lu e n c e  o f  la b o u r  
g ro u p s , th e  d i f f i c u l t i e s  o f  e a rn in g  a  s a t i s f a c t o r y  
r e t u r n  on in v e s tm e n t, p roblem s o f  management 
c o n t r o l  and th e  economic r e c e s s io n  e x i s t i n g  a t  
t h a t  tim e .
The group t h i s  firm  b e lo n g ed  to  was a f u l l y  
i n t e g r a t e d  p r i n t i n g  concern  and i t  was lo o k in g  
a t  th e  p o s s i b i l i t y  o f  re d u c in g  th e  s i z e  o f  i t s  
p ro d u c t io n  u n i t s  to  abou t 50 p e rso n s  p e r  u n i t .
I t  was e x p ec ted  t h a t  u n i t s  o f  t h i s  s i z e  would 
be m ore s u c c e s s fu l  in  th e  f u tu r e  r e g a rd in g  
e f f e c t i v e  management c o n tro l  and th e  l e v e l  o f  
in v e s tm e n t r e tu r n  e a rn ed . Pimn 149 c o n s is te d  
o f  a  t y p e s e t t i n g  d iv i s io n  em ploying 50 p e rso n s
and a  p r i n t i n g  d iv i s io n  em ploying 150 p e rs o n s . 
E lsew h ere  in  th e  group th e r e  was a b in d in g  d iv i s io n  
and a la m in a t in g  d iv i s io n  which betw een them 
em ployed abou t 270 p e rs o n s .
217 .
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2 1 8 .
D e ta i l s  o f  th e  fo u r  f irm s  w hich had  n o t re a ch e d  th e  l i m i t  
o f  t h e i r  grow th w i l l  be  found  below .
( i )  Firm 14» The l im i t  was expected to  be 50 p e rso n s  (p re s e n t 33 
p e r s o n s ) .  The managing d i r e c to r  o f t h i s  firm  hoped th a t  he could 
move in t o  an ad v iso ry  p o s i t io n  in  about te n  y e a r s :  t h i s  would be
a f t e r  h i s  son had com pleted a t r a in in g  cou rse  a t  th e  London School 
o f  P r in t in g .  T h e re fo re  a s  a  r e s u l t  o f  t h i s  management s u c c e s s io n  
i t  i s  p o s s ib le  t h a t  th e  expected  l im i t  w i l l  be changed, e s p e c ia l ly  
i f  th e  son fo rm u la ted  more am bitious p la n s  fo r  expansion . In  th e  
im m ediate fu tu r e  th e  firm  in ten d ed  to  i n te g r a te  p ro d u c tio n  by 
e s ta b l i s h in g  a  com puter-based ty p e s e t t in g  fu n c tio n  a s  i t s  
t y p e s e t t i n g  was p r e s e n t ly  done by a t r a d e  t y p e s e t t e r .
( i i )  Firm  75* I n  th e  case  o f  t h i s  firm  th e  l im i t  was expected to  be a  
s a le s  tu rn o v e r  o f (p re s e n t £0.3m»)* Problem s were fo re see n  
about o b ta in in g  adequate  f in a n c e  fo r  expansion beyond t h i s  p o in t .
( i i i )  Firm  78. The l im i t  was s e t  a t 100 p erso n s (p re s e n t  75 p e rso n s ) , 
p r im a r i ly  because  th e  m ^ a g in g  d i r e c to r  d id  n o t wish to  see  th e  
fo rm atio n  o f  a  middle-management la y e r  and th e  a s s o c ia te d  lo s s  
o f  p e rso n a l c o n tro l .  There were two o th e r f a c to r s  which d is ­
couraged f u r th e r  grow th, namely e a rn in g  a  s a t i s f a c to r y  re tu rn -o n -  
in v estm en t and h ig h  la b o u r c o s ts  in  th e  in d u s t r y .
( i v )  Firm  140. The founder and managing d i r e c to r  o f t h i s  firm  m entioned
a  se lf- im p o sed  l i m i t ,  i . e . ,  a  p o in t ju s t  sh o r t o f th a t  vdiich d ic ta t e s  
th e  employment o f mi dd l e-m anagers. The resp onden t wished to  m a in ta in  
p e rso n a l management c o n tro l and a  f lu i d  o rg a n is a t io n a l  s t r u c tu r e .
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The f irm  w ith  an u n d e f in e d  l i m i t  ( s )  was a p p a r e n t ly  i n t e g r a t i n g  
p ro d u c tio n  f a c i l i t i e s  i n  th e  s h o r t - te r m , nam ely ex p an d in g  th e  
b in d in g  d e p a r tm e n t.a n d  e s t a b l i s h i n g  a  f i n i s h i n g  d e p a r tm e n t.
Beyond t h i s  i t  was c o n s id e re d  t h a t  th e  d i f f i c u l t y  o f  e a rn in g  
a  s a t i s f a c t o r y  r e tu r n  on in v e s tm e n t would m ost l i k e l y  r e s t r i c t  
any m a jo r e x p an s io n . However th e  re sp o n d e n t d id  n o t know in  
d e t a i l  what i n t e n t i o n s  th e  group management had  f o r  e x p an s io n .
F in a l ly  in  th e  c ase  o f  Firm  38 th e  l i m i t  was u n re c o g ise d  a s  
th e  firm * e g e n e r a l  m anager had  n o t y e t  th o u g h t ab o u t th e  
p ro s p e c t  o f  t h e r e  b e in g  a  lo n g -te rm  l i m i t  to  g ro w th . However 
th e  s h o r t - te rm  ap p ea red  to  be a  d i f f e r e n t  m a t te r  a s  he 
rem arked  th a t  fa m ily  p o l i t i c s  was p ro v in g  to  be a  r e s t r a i n t ,  
c h ie f ly  b ecau se  o f  some d i f f i c u l t i e s  i n  c o n ta c t in g  th e  chairm an  -  
lo c a te d  in  S ou th  V/ales -  and th e  o th e r  d i r e c t o r s  -  lo c a te d  in  
v a r io u s  p a r t s  o f  th e  South  West -  f o r  th e  s a n t io n in g  o f  
im p o r ta n t d e c is io n s  v/hich needed  to  be ta k e n  vhLthout any d e la y .
GOmmTAKY ON THE FUTURE PROSPECTS FOR THE SkALL 
MEDim-SIZED PRIHTIHG F im
The re s p o n d e n ts  v/ere asked  to  comment in  g e n e ra l  te rm s 
on th e  f u tu r e  o f  th e  sm all and m ed ium -sized  f irm  o p e ra t in g  
in  th e  p r i n t i n g  and a l l i e d  t r a d e s .  S ix  re sp o n d e n ts  d id  so 
and th e  comments made have been  a rra n g e d  u n d e r th e  fo llo w in g  
h e a d in g s .
( i )  C h a r a c t e r i s t i c s  o f  th e  S u c c e s s fu l Sm all Firm
The e x e c u tiv e  d i r e c t o r  o f  Firm  56 su g g e s te d  t h a t  th e  f u tu r e  f o r  
th e  sm all f irm  w i l l  be b r ig h t  i f  th ey  a re  w ell-m anaged , o f f e r  a  v e ry
220,
p e rso n a l s e r v ic e  to  m arket i n t e r s t i c e s ,  and i f  th e  e n tre p re n e u rs  a re  
b rav e  and d is p la y  co n fid en ce  i n  th e  face  o f economic a d v e r s i ty .
The founder and managing d i r e c to r  o f  Firm 42 th ough t th a t  i f  th e  
sm all f irm  i n  th e  in d u s t ry  was to  su rv iv e  i t  was n e ce ssa ry  to  pu rsue  a  
course  o f expansion  , as a  s t a t i c  p o s i t io n  o f te n  r e f l e c t e d  t h a t  th e  
f irm  was r e a l l y  i n  d e c l in e .  A d i r e c to r  o f Firm 75 viewed s u rv iv a l 
and subsequent growth as b e in g  dependent on th e  dep th  o f f in a n c ia l  
adv ice  sought and o b ta in e d .
( i i )  Advantages o f  Sm allness
The m anaging d i r e c to r  o f  Firm  14 d iscu ssed  t h i s  to p ic  i n  th e  
fo llo w in g  te rm s:
•  ’*The employees know th a t  t h e i r  fu tu re  i s  t i e d  to  th e  
su ccess  o f  th e  f irm . For example i f  a n a t io n a l  
overtim e ban i s  imposed by th e  un ions i t  i s  p o s s ib le
th a t  our s t a f f  w il l  ig n o re  i t .  Also i t  has been
known fo r  lo c a l  r e p re s e n ta t iv e s  of th e  un ions to  
tu r n  a  b l in d  eye to  cases  where union  monbers d e fy  
such  a ban , e s p e c ia l ly  when i t  i s  apparen t th a t
in d u s t r i a l  a c t io n  w il l  lead  to  a  sm all f i r m ’s r u i n . ”
The m anaging d i r e c to r  o f an o th er firm  (78) commented th a t  i t  
was becom ing c le a r  th a t  a  p r in t in g  d iv is io n  or u n i t  em ploying about 
50 p erso n s re p re se n te d  a  m anageable and an econom ically  v ia b le
p ro p o s i t io n .  However, t h i s  d id  no t s ig n a l a  new le a s e  o f  l i f e  fo r
th e  sm a lle r  firm  as i t  was more th an  l ik e ly  th a t  u n i t s  o f t h i s  s iz e
w i l l  be  c o n t r o l l e d  to  an in c r e a s in g  e x te n t  by la r g e  g ro u p s w ith
access to  c a p i t a l  f o r  in v estm en t i n  p r in t in g  p la n t  which was becoming 
more e x p e n s iv e  each  s u c c e s s iv e  y e a r .  S im ila r ly  a
d i r e c to r  o f Firm  149 co n sid e red  th a t  sm alle r p ro d u c tio n  u n i t s  employing
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about 50 p e rso n s  w i l l  be more su c c e ss fu l in  th e  fu tu re  i n  te rm s o f 
e f f e c t iv e  management c o n tro l and th e  e a rn in g  o f a  s a t i s f a c to r y  r e tu r n  
on in v e s tm e n t.
•  "The h ig h  c o s t  o f  new m achinery poses im m ediate 
problem s about earn in g  a  s a t i s  f a c t  o iy  r e tu r n ,  and 
a ls o  w ith  re g a rd  to  e s ta b l is h in g  a new b u s in e s s .
I n  p r in t i n g  i t  m ight be p o s s ib le  t o  s e t-u p  w ith  
low overheads by a c q u ir in g  equipment about fo u r
y e a r s  o l d  -  and a t  l e s s  c o s t  -  from th o s e  f irm s  
o f a l l  s iz e s  which have f a i l e d  ( 78) . "  
i i i )  D isadvan tages o f Large Firm s
•  "When a  firm  i s  tak en  over by t h i s  group th e  board  
o f  d i r e c to r s  i s  rep laced  by an ex ecu tiv e  d i r e c to r  
r e p o r t in g  to  th e  group b o a rd . Thus th e  vdiole th in g  
i s  now im p erso n a l, perhaps to o  much so . Some of 
th e  la rg e  p r in t in g  groups vdiich have follow ed 
s im i la r  p o l i c i e s  in  th e  p a s t  a re  now f in d in g  out 
t h a t  th e  whole th in g  i s  becoming unm anageable. 
T h e re fo re  t h i s  p o lic y  i s  b e in g  changed in  some 
la r g e  groups by s p l i t t i n g  th e  group in to  sm a lle r  
u n i t s  and r e ta in in g  th e  i d e n t i t i e s  of firm s r e c e n t ly  
ta k e n  over ( 56) . "
•  "New equipment does no t n e c e s s a r i ly  b r in g  in s ta n t  
su c c e ss  and c o s t - p r ic e  c o m p e titiv e n ess . I n  f a c t  
I  know o f one firm  employing th e  most modern 
p r i n t i n g  equipment th a t  went b u s t  r e c e n t ly  m ain ly  
b ecau se  overhead reco v ery  r a t e s  were in  th e  re g io n  
o f £400 p e r  hour when p r in t  b u y e rs  i n  th e  m arket
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would only  pay p r ic e s  based  on a r a t e  o f  about £350 
p e r h o u r. T h ere fo re  new equipment may s e t  s e l l i n g  
p r ic e s  which a re  to o  h igh  f o r  th e  m arket to  b e a r , 
and c e r t a in l y  h ig h e r  th an  th o se  charged by  th e  w e l l -  
e s ta b l is h e d  sm a lle r  p r in t in g  firm  u s in g  o ld e r  and 
low ers value  equipment (7 8 ) ."
•  " I f  i n  th e  p a s t  we had l im ite d  growth to  a  s iz e  
where p ro d u c tio n  d iv i s io n s  employed no more th a n  
50 p e rso n s , th e n  th e  r e tu r n  on in v e s tm e n t would 
have been h ig h e r  th an  th e  p re se n t le v e l  (1 4 9 ) ."
( iv )  G eneral Comments
# “ The fu tu r e  i s  n o t ro sy  fo r tt ie  sm all firm  because t h i s  Government
i s  ju s t  n o t in te r e s t e d .  Small firm s a re  n o t b a i le d -o u t  l ik e  a  
number o f la rg e  ones have b een . Anyway vdiy become an e n tre ­
p ren eu r when la rg e  chunks of an e s t a t e  e v e n tu a lly  end up in  
Government hands ( 7 8 ) .“
# "The w r i t in g  i s  on th e  w all fo r  sm all f irm s in  t h i s  co u n try  and
abroad b ecau se  o f th e  in c re a s in g  in f lu e n c e  of le f t -w in g  
p o l i t i c s  ( 42)."
» "B u sin ess  i s  n o t as much fun as i t  was f iv e  or s ix  y e a rs  ago as  
s u rv iv a l  h a s  become a ll- im p o r ta n t .-  T h e re fo re  a  much h a rd e r 
approach h as to  be ta k en  on a i l  m a tte rs ,  e . g . ,  we can no lo n g e r 
a f fo rd  to  do th in g s  fo r  n o th in g  l i k e  p r in t in g  f o r  th e  lo c a l  
church  ( 14)."
# "Why i s  i t  t h a t  we o fte n  fa c e  a  c a p i t a l  investm en t s i tu a t io n
s im ila r  to  th e  one e x is t in g  a t  p re s e n t w here in d u s t r y  n eed s  to  i n v e s t , 
th e  r ig h t  ty p e  o f equipment i s  a v a i la b le  a t  th e  r i g h t  p r ic e ,  b u t 
banks w il l  n o t supply  th e  n e ce ssa ry  f in a n c e  because th e y  w i l l
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n o t b e l ie v e  th a t  th in g s  w il l  n o t ge t worse ( 7 8 ) ."
•  "R egard ing  th e  accep tance  of adv ice  on ex port s e l l in g  we in  p r in t in g  
have been  t r a d i t i o n a l l y  in s u l a r .  But as th e  b e s t  p r in t in g  equip­
ment i s  m anufactured  in  o th e r  EEC c o u n tr ie s ,  Germany in  p a r t i c u l a r ,  
how can we expec t to  compete on equal term s when we pay more fo r  th e  
same equipm ent (7 8 ) ."
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C H A P T E R  10 
SUMMARY OP RESULTS AND CONCLUSIONS -  PRINTING INDUSTRY SURVEY
I t  was m en tio n ed  b e fo re  t h a t  th e  re sp o n se  to  th e  PRINTING 
INDUSTRY SURVEY t o t a l l e d  61 p r i n t i n g  f i r m s ,  and o f  th e s e  11 
w ere d e s ig n a te d  a s  N o n -u sers  o f  o u ts id e  s e r v ic e s  and 50 as U se rs , 
w ith  t h e  l a t t e r  b e in g  s u b -d iv id e d  in t o  16 M isc e lla n e o u s  U se rs , 17 
U n in f lu e n c e d  U se rs  and 17 In f lu e n c e d  U se rs . A summary o f  th e  
r e s u l t s ,  and th e  v a r io u s  c o n c lu s io n s  drawn from  th e  a n a ly s i s  o f  th e  
d a ta  r e l a t i n g  to  th e s e  d i f f e r e n t  g ro u p s  o f  p r i n t i n g  f i r m s ,  and a ls o  
from  t h e  f ie ld w o rk  on th e  In f lu e n c e d  U se rs , w i l l  be p re s e n te d  in  
t h i s  c h a p te r .
R eg a rd in g  th e  NON -  USERS, i t  was found t h a t  t h e r e  was a
l i n k  be tw een  sm a ll s c a le  p r i n t i n g  o p e ra t io n s  and th e  f a c t  t h a t
*
o u ts id e  s e r v ic e s  h ad  n o t been  u se d . On th e  w hole th e  n o n -u s e rs
had  a  l im i t e d  s c a l e  o f  o p e ra t io n  in  te rm s  o f  num bers em ployed,
p r i n t i n g  a c t i v i t i e s  and te ch n o lo g y  u se d , and a ls o  o u ts id e  s e r v ic e s
had n o t  been  n e e d e d . As f o r  a  p o s s ib le  re a so n  f o r  t h i s  l i n k ,  i t
i s  th o u g h t v e ry  l i k e l y  t h a t  th e s e  f irm s  w ere to o  sm all to  have  th e
management p ro b lem s w hich may g iv e  r i s e  to  th e  need  to  u se  o u ts id e
s e r v ic e s  o f  one k in d  o r  a n o th e r .^  To i l l u s t r a t e ,  a p a r t  from one
e x c e p tio n  th e  f i r m s  w ere v e ry  sm all p r i v a t e  l im i t e d  com panies,
p a r tn e r s h ip s  o r  one-man b u s in e s s e s  and th e r e f o r e  o p e r a t io n s  would
be  u n d e r  th e  p e r s o n a l  management c o n t r o l  o f  one man i n  m ost _
i n s t a n c e s .  B e a r in g  in  m ind s c a le ,  i t  i s  q u i te  p o s s ib le  t h a t  th e
l i m i t  to  t h i s  p e r s o n a l  management c o n t r o l  had  n o t y e t  been reach ed ,
* See C h ap te r  8 , S e c tio n  8 .1  and a l s o  Appendix 8 .1  f o r  d e t a i l s  
o f  th e  N o n -u se rs .
+ On th e  o th e r  hand  th e r e  may have been  u n re c o g n ise d  management 
p ro b le m s , o r  an  u n w il l in g n e s s  to  t a c k l e  th o s e  w hich w ere known to  
e x i s t ,  o r  p e rh a p s  th e  p rob lem s w ere i n  t h e i r  fo rm a tiv e  s ta g e s .
As i t  was n o t t h e  r e s e a r c h e r ’ s i n t e n t i o n  to  lo o k  c lo s e ly  a t  th e  
r e a s o n s  f o r  n o n -u s e , r e s e a rc h  co u ld  be c a r r i e d  o u t on n o n -u s e r s ,  
o r  even on sm a ll f i rm s  w hich had u se d  v e ry  few o u ts id e  s e r v ic e s .
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Of th e  e ig h t  n o n -u s e rs  w hich co u ld  be a s s e s s e d  r e l a t i v e  to  
th e  s tu d y ’ s m easu re  o f  g row th , on ly  two w ere th o u g h t to  have 
a c h ie v e d  any g row th . However, i t  was n o t  known w h e th e r th e  o th e r s  
may h av e  d e l i b e r a t e l y  l im i t e d  g row th , i n  te rm s o f  i n c r e a s in g  s a le s  
tu r n o v e r ,  a s  was th e  c a se  w ith  one o f  th e  one-man b u s in e s s e s  t h a t  
d e s c r ib e d  i t s  tu rn o v e r  a s  s t a t i c  w ith  t h e r e  b e in g  no i n t e n t i o n  o f  
ex p an d in g . The o th e r  s ix  f irm s  w ere th o u g h t to  be d e c l in in g  i n  
te rm s  o f  tu r n o v e r  in c r e a s e  r e l a t i v e  to  i n f l a t i o n .
C o n ce rn in g  th e  f a c to r s  which had c o n t r ib u te d  to  an in c r e a s e  
i n  s a l e s  tu r n o v e r ,  i t  was found t h a t  th e  m ost im p o r ta n t was 
m a rk e tin g  a c t i v i t i e s  i n  th e  form o f  more i n t e n s iv e  s e l l i n g  a c t i v ­
i t i e s  and th e  a c q u i s i t io n  o f  new p r i n t  a c c o u n ts , and e n try  i n t o  
new m a rk e ts .  T h is  i s  n o t  a l l  t h a t  s u r p r i s in g  when one c o n s id e r s  
t h a t  th e  sm a ll f irm  s e c to r  i n  th e  p r i n t i n g  and a l l i e d  t r a d e s  i s  
v e ry  c o m p e t i t iv e ,  and t h a t  th e r e  i s  s t i l l  a  f a i r l y  easy  e n try  
i n t o  t h e  s e c t o r .
Prom th e  o v e r a l l  a n a ly s i s  o f  th e  USERS i t  was found t h a t  
th e  m a jo r i ty  had  u sed  betw een  one and th r e e  o f  th e  s e v e n te e n  
d i f f e r e n t  o u ts id e  s e r v ic e s  s p e c i f ie d  i n  th e  p o s ta l  q u e s t io n n a i r e ,  
and t h a t  th e  g r e a t  m a jo r i ty  had u sed  betw een one and f i v e .  A part 
from  s e r v ic e s  o b ta in e d  from th e  BPIP, s u p p l i e r s ,  e t c . ,  th e  PPITB 
and enploym ent b u reau x , th e  o th e r  ty p e s  had  been  u sed  by few o f  
th e  f i r m s .  The f a c t  t h a t  th e  BPIP and a d v ic e  o r  c o n su lta n c y  from 
s u p p l i e r s  w ere th e  two m ost f r e q u e n t ly  u se d  o u ts id e  s e r v ic e s  seems 
to  r e f l e c t  ( i )  t h a t  a p p ro x im a te ly  tw o - th i r d s  o f  th e  f irm s  in  th e  
in d u s t r y  a r e  BPIP members, and a ls o  t h a t  t h e r e  i s  a  com prehensive  
ra n g e  o f  s e r v ic e s  p ro v id e d  by t h i s  o r g a n is a t io n ;  and ( i i )  w ith  
s u p p l i e r s ,  th e  te c h n ic a l  n a tu r e  o f  p r i n t i n g  and th e  i n d u s t r i a l
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The breakdow n o f  th e  50 u s e r s  i n t o  th e  th r e e  su b -g ro u p s  
r e v e a le d  t h a t  th e  MIS CELL ANEOTTS USERS a s  a  group had  u se d  few  
o f  th e  o u ts id e  s e r v ic e s  s p e c i f i e d ,  a p a r t  from th e  s e r v ic e s  p ro v id e d  
by th e  BPIP and a d v ic e  and c o n su lta n c y  from  th e  s u p p l i e r s  o f  
p ro d u c tio n  eq u ip m en t, e t c .  A l i k e l y  re a so n  f o r  t h i s  may w e ll have 
been  t h a t  th e  m a jo r i ty  w ere v e ry  sm a ll f irm s  w ith  p e rh a p s  a  l im i t e d  
n e ed . M oreover, th e  b ig g e r  f irm s  i n  t h i s  group -  25 to  100 
em ployees -  te n d e d  to  u se  s l i g h t l y  m ore o u ts id e  s e r v i c e s .
The m a jo r i ty  o f  th e  m is c e lla n e o u s  u s e r s  had j u s t  one manage­
m ent a r e a  s t r e n g th e n e d  a s  a  r e s u l t  o f  u s in g  o u ts id e  s e r v i c e s ,  and 
m ost o f  th e s e  w ere  v e ry  sm a ll f i r m s .  The management a r e a  m en tioned  
by th e  g r e a t  m a jo r i ty  was r e c e iv in g  in fo rm a tio n  and a d v ic e  h e lp f u l  
in  ru n n in g  th e  b u s in e s s ,  w ith  th e  m a jo r i ty  o f  th e s e  b e in g  v e ry  sm all 
f i r m s .  I t  i s  c o n s id e re d  t h a t  t h i s  a g a in  r e f l e c t s  t h a t  th e  BPIP 
was th e  m ost commonly u sed  o u ts id e  s e r v ic e  and t h a t  t h i s  o r g a n is a t io n  
p ro v id e s  co m p reh en siv e  in fo rm a tio n  and a d v iso ry  s e r v ic e s  f o r  i t s  
members. M oreover, n e a r ly  a l l  th e  f irm s  o b ta in in g  s e r v ic e s  from  th e  
BPIP had  in d i c a t e d  t h a t  t h i s  p a r t i c u l a r  management a r e a  had been  
s t r e n g th e n e d  a s  a  r e s u l t .  L a s t ly ,  th e  o th e r  management a r e a s  had 
been  s t r e n g th e n e d  i n  j u s t  a  few o f  th e  f i r m s .
The m ost im p o r ta n t  f a c t o r  c o n t r ib u t in g  to  an in c r e a s e  i n  s a le s  
tu rn o v e r  was fo u n d  to  be in c re a s e d  p ro d u c tio n  f a c i l i t i e s ,  e t c . ,  i n  
r e s p e c t  o f  b o th  freq u e n cy  and ra n k in g . The n e x t m ost im p o r ta n t 
f a c t o r  was m a rk e tin g  a c t i v i t i e s ,  nam ely , more in t e n s iv e  s e l l i n g ,  
e t c . ,  and e n t r y  i n t o  new m a rk e ts . However, i t  sh o u ld  b e  b o rn e  i n  
m ind t h a t  v e ry  few  m is c e lla n e o u s  u s e r s  su p p o rte d  t h e i r  s ta te m e n ts  
w ith  a c tu a l  f i g u r e s .  T h e re fo re , th e  e v id en ce  was in c o n c lu s iv e  on 
th e  u se  o f  o u t s id e  s e r v ic e s  in f lu e n c in g  g row th , c h i e f ly  b e ca u se  
d a ta  on s a l e s  tu r n o v e r  was n o t d iv u lg e d .
♦ See A ppendix  8 .2  : M isc e lla n e o u s , U n in flu e n c ed  and I n f lu e n c e d  
U se rs .
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Moving on to  th e  UNINFLUENCED USERS, i t  was found  t h a t  on 
th e  w hole t h i s  g roup  o f  p r i n t i n g  f irm s  had  u sed  v e ry  few o u ts id e  
s e r v ic e s  a p a r t  from a d v ic e  o r  c o n su lta n c y  from s u p p l i e r s ,  e t c . ,  
s e r v ic e s  from th e  BPIF and employment b u re a u x . S im ila r  to  th e  
n o n -u s e r  and m is c e lla n e o u s  u s e r  g ro u p s , th e  m a jo r i ty  w ere v e ry  
s m a ll  f irm s  ( i n  te rm s  o f  tu rn o v e r  a s  w e ll as em ployees) and 
a c c o rd in g ly  i t  i s  th o u g h t t h a t  t h i s  may have been  th e  m ain re a so n  
f o r  l im i t e d  u s e , i . e . ,  o u ts id e  s e r v ic e s  w ere n o t n eed ed  b ecau se  
o p e r a t io n s  w ere on a  l im i t e d  s c a le .  In d eed  j u s t  l e s s  th a n  h a l f  
o f  th e  u n in f lu e n c e d  u s e r s  gave s p e c i f i c  re a so n s  f o r  t h e i r  l im i t e d  
u s e ,  e . g . ,  o th e r  o u ts id e  s e r v ic e s  had n o t  been  n eeded  o r  th e  u se  
h ad  n o t been  c o n s id e re d . The b ig g e r  f i lm s  -  25 to  200 em ployees -  
u s e d  s l i g h t l y  l e s s  o u ts id e  s e r v ic e s .  Some o f  th e s e  m en tio n ed  why 
few  w ere u se d , and th e  re a so n s  g iv e n  w ere th e  same as th o s e  
s p e c i f i e d  by th e  v e ry  sm a ll f irm s  in  t h i s  g roup . A gain i t  i s  n o t 
known why th e s e  re a so n s  w ere g iv e n , b u t i t  i s  c o n s id e re d  l i k e l y  
i n  th e  c a se  o f  th e  b ig g e s t  t h a t  th e r e  was an a d eq u a te  i n t e r n a l  
p r o v is io n  o f  management s e r v ic e s ,  t h e r e f o r e  m aking i t  u n n e c e ssa ry  
t o  u se  o th e r  o u ts id e  s e r v ic e s .
The g r e a t  m a jo r i ty  o f  th e  u n in f lu e n c e d  u s e r s  had e i t h e r  none 
o r  j u s t  one management a r e a  s tre n g th e n e d  as  a  r e s u l t  o f  u s in g  
o u ts id e  s e r v ic e s .  I t  i s  c o n s id e re d  t h a t  t h i s  s i t u a t i o n  sim p ly  
r e f l e c t s  t h a t  th e  g roup a s  a  w hole had u sed  few o u ts id e  s e r v ic e s .
The management a r e a  t h a t  was s tre n g th e n e d  m ost o f te n  -  i n  ab o u t 
h a l f  o f  th e  f i r m s ,  w ith  p r a c t i c a l l y  a l l  o f  th e s e  b e in g  v e ry  sm a ll -  
was r e c e iv in g  in fo rm a t io n  and a d v ic e  h e lp f u l  in  ru n n in g  th e  b u s in e s s .  
T h is  f in d in g  t i e s  up w ith  th e  f a c t  t h a t  s e r v ic e s  from  th e  BPIP and 
a d v ic e  o r  c o n su lta n c y  from  s u p p l i e r s ,  e t c . ,  w ere th e  two o u ts id e  
s e r v ic e s  m ost f r e q u e n t ly  u se d  by th e  g ro u p . A part from  th e  
f i n a n c i a l  management and a d m in is t r a t io n  a r e a  -  s t r e n g th e n e d  i n  
ab o u t a  q u a r te r  o f  th e  f irm s  -  th e  o th e r  management a re a s  w ere 
s tr e n g th e n e d  i n  v e ry  few  f i rm s .
The very g r e a t  m a jo r i ty  o f  th e  u n in f lu e n c e d  u s e r s  w ere e i t h e r  
d e c l in in g  o r  s t a t i c  a c c o rd in g  to  th e  g row th  m easure  em ployed.
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T h e re fo re ,  i t  was th o u g h t t h a t  v e ry  few  f irm s  in  t h i s  g roup had 
a c h ie v e d  any g ro w th . The v e ry  g r e a t  m a jo r i ty  m en tio n ed  up to  
t h r e e  f a c t o r s  c o n t r ib u t in g  to  an in c r e a s e  i n  s a le s  tu r n o v e r .  The 
f a c t o r s  w hich w ere m en tio n ed  m ost o f te n  w ere more in t e n s iv e  s e l l i n g ,  
in c r e a s e d  p ro d u c t io n  f a c i l i t i e s  and g r e a t e r  c o m p e t i t iv e n e s s . How­
e v e r , m a rice tin g  a c t i v i t i e s  i n  r e s p e c t  o f  more in t e n s iv e  s e l l i n g  
and e n try  i n t o  new m a rk e ts  was th e  m ost im p o r ta n t i n  th e  c a se  o f  
th e  g roup  a s  a  w hole and a l s o  w ith  th e  two f irm s  from  t h i s  group 
w hich had  a c h ie v e d  g ro w th .
The INFLUENCED USERS w ere m o s tly  b ig g e r  f i r m s , i . e . ,
m edium -si zed  p r i n t i n g  f irm s  u n d e r ta k in g  b o th  jo b b in g  and more
s p e c i a l i s e d  p r i n t i n g  work, and u s in g  more c o m p lic a te d  te c h n o lo g y .
Compared w ith  th e  o th e r  g ro u p s , th e  in f lu e n c e d  u s e r s  u sed  much
*
m ore and a  w id e r  v a r i e ty  o f  o u ts id e  s e r v ic e s .  T h e re fo re , t h e r e  
a p p e a rs  to  be  a  c o n n e c tio n  betw een o p e ra t io n s  run  on a l a r g e r  
s c a le  and th e  n eed  to  u s e  m ore o u ts id e  s e r v ic e s .
I t  a p p e a rs  t h a t  b e ca u se  ' f a r  m ore o u ts id e  s e r v ic e s  had  been  
u se d  by th e  in f lu e n c e d  u s e r s ,  th e  f irm s  in  th e  group had 
o b ta in e d  a  s t r e n g th e n in g  in  m ore management a r e a s ,  i . e . ,  th e  
v e ry  g r e a t  m a jo r i ty  had o b ta in e d  a  s t r e n g th e n in g  in  two to  s ix  
management a r e a s ,  th e  m a jo r i ty  in  t h r e e  to  s ix ,  and a  l i t t l e  
u n d e r  a  q u a r t e r  i n  a l l  s i x .  M oreover, th e  g re a t  m a jo r i ty  had 
o b ta in e d  a  s t r e n g th e n in g  in  th e  f i n a n c i a l  management and
See A ppend ices 10.1 and 10 .2  f o r  d e t a i l s  o f  th e  o u ts id e  s e r v ic e s  
u se d  by th e  g ro u p  o f  In f lu e n c e d  U se rs .
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a d m in i s t r a t io n  a r e a ,  and a p a r t  from th e  m a rk e tin g  and s a le s  a re a  
-  w hich was s tre n g th e n e d  in  on ly  a  few c a s e s  -  th e  o th e r  management 
a r e a s  had  b een  s t re n g th e n e d  i n  a m a jo r i ty  o f  th e  f i r m s .
The m a jo r i ty  o f  th e  in f lu e n c e d  u s e r s  w ere th o u g h t to  be 
e i t h e r  d e c l i n in g  o r  s t a t i c  a c c o rd in g  to  th e  grow th m easu re . 
However, a  l i t t l e  o v e r o n e - th i r d  d id  a c h ie v e  g ro w th . The v e ry  
g r e a t  m a jo r i ty  had m en tio n ed  up to  f o u r  f a c t o r s  w hich had 
c o n t r ib u te d  t o  an in c re a s e d  s a le s  tu rn o v e r .  The f a c t o r s  
m en tio n ed  m ost o f te n  w ere more i n t e n s iv e  s e l l i n g ,  g r e a t e r  
c o m p e t i t iv e n e s s ,  and in c r e a s e d  p ro d u c tio n  f a c i l i t i e s .  The 
m ost im p o r ta n t  f a c t o r ,  th o u g h , was m a rk e tin g  a c t i v i t i e s ,  nam ely 
m ore i n t e n s i v e  s e l l i n g  and e n try  in to  new m a rk e ts , i n  th e  c a se  
o f  th e  g ro u p  a s  a w hole and a ls o  w ith  th e  s ix  f irm s  which had  
a c h ie v e d  g ro w th .
*
When th e  th r e e  d i f f e r e n t  g roups o f  u s e r s  w ere COMPARED, 
i t  was fo u n d  t h a t  th e  m is c e lla n e o u s  and u n in f lu e n c e d  u s e r s  
c o n s i s te d  m a in ly  o f  v e ry  sm all p r i n t i n g  f i r m s , and t h a t  th e  
in f lu e n c e d  u s e r s  w ere m o s tly  m ed ium -sized  f i r m s . A lso , th e  
in f lu e n c e d  u s e r s  had  u sed  much more and a w id e r v a r i e ty  o f  
o u ts id e  s e r v i c e s  th a n  d id  th e  o th e r  two u s e r  g ro u p s . The 
o u ts id e  s e r v i c e s  w hich had been u sed  m o s tly  by th e  th r e e  g roups 
w ere th o s e  p ro v id e d  by th e  BPIP and a d v ic e  o r  c o n su lta n c y  from 
s u p p l i e r s ,  e t c .  The in f lu e n c e d  u s e r s  had  a d d i t i o n a l ly  o b ta in e d
s e r v ic e s  from  th e  PPITB,"*" p r a c t i s i n g  a c c o u n ta n ts ,  PIRA, o th e r
* See A ppendix  8 .2 ,  I l l u s t r a t i o n  A i Group C om parison.
+ B ecau se  m ost o f  th e  f irm s  were o b lig e d  to  u n d e r ta k e  s t a t u t o r y  
t r a i n i n g .
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f i n a n c i a l  o r g a n is a t io n s  and t e c h n ic a l  c o n s u l t a n t s .
In  th e  c a se  o f  b o th  th e  m is c e lla n e o u s  u s e r s  and u n in f lu e n c e d  
u s e r s ,  i t  was found  t h a t  m a in ly  e i t h e r  none o r  j u s t  one management 
a r e a  had  been  s tre n g th e n e d  a s  a  r e s u l t  o f  u s in g  o u ts id e  s e r v ic e s .  
W ith th e  in f lu e n c e d  u s e r s  m ore management a re a s  had  been  
s t r e n g th e n e d , nam ely 2 to  6 a r e a s  in  th e  v e ry  g r e a t  m a jo r i ty  o f  
th e s e  f i r m s .  The management a r e a  which had been  s t r e n g th e n e d  
m o s tly  i n  th e  m is c e lla n e o u s  and u n in f lu e n c e d  g ro u p s  o f  p r i n t i n g  
f irm s  was t h a t  o f  r e c e iv in g  in fo rm a tio n  and g e n e ra l  a d v ic e  
c o n s id e re d  h e lp f u l  in  ru n n in g  th e  b u s in e s s .  The g r e a t  m a jo r i ty  
o f  t h e  in f lu e n c e d  u s e r s  s p e c i f i e d  th e  f i n a n c i a l  management and 
a d m in is t r a t io n  a r e a ;  and th e  m a jo r i ty  in fo rm a tio n  and a d v ic e , 
e t c . ,  g e n e ra l  management and o r g a n is a t io n ,  p e rs o n n e l m anagem ent, 
developm ent and t r a i n i n g ,  and p ro d u c tio n  management and c o n t r o l .
Few f irm s  had  a ch ie v e d  grow th in  r e s p e c t  o f  th e  m easure  
em ployed and th e  m a jo r i ty  so d o in g  w ere in f lu e n c e d  u s e r s .  The 
m a jo r i ty  were t h e r e f o r e  th o u g h t to  be  e i t h e r  d e c l in in g  o r  s t a t i c  
i n  te rm s o f  tu r n o v e r  in c r e a s e  r e l a t i v e  to  i n f l a t i o n .
However, i t  i s  n o t known i f  i n  g e n e ra l  th e  f irm s  w ere a b le  
to  p a s s  on a l l  c o s t  in c r e a s e s  to  t h e i r  cu s to m ers , p e rh a p s  b ecau se  
o f  th e  c o m p e titio n  fa c e d  from  o th e r  f i r m s .  M oreover, i t  was 
m en tio n ed  by one o f  th e  f irm s  v i s i t e d  t h a t  p r i n t  b u y e rs  had n o t 
been  p re p a re d  to  pay p r i c e s  w hich in c o rp o ra te d  a l l  c o s t  i n c r e a s e s ,  
and a c c o rd in g ly  i t  was v i t a l  to  im prove o p e ra t in g  e f f i c i e n c y  to  
f a c i l i t a t e  th e  re c o v e ry  o f  o v e rh ead s and th e  m aking o f  a  r e a s o n a b le  
p r o f i t .  F u r th e r ,  i t  was th o u g h t t h a t  i n f l a t i o n  a s  a  f a c t o r  
c o n t r ib u t in g  t o  an in c r e a s e d  tu rn o v e r  was n o t as im p o r ta n t to  th e
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f i lm s  r e p ly in g  to  th e  p o s ta l  q u e s t io n n a ir e  as would have been 
e x p e c te d . I f ,  t h e r e f o r e ,  th e r e  was a  ten d en cy  n o t to  p a ss  on 
to  th e  cu sto m er a l l  c o s t  in c r e a s e s ,  th e n  o b v io u s ly  th e  perfo rm an ce  
o f  th e  f irm s  o v e r a l l  would have been  b e t t e r  th a n  th e  a n a ly s is  
showed.
In  th e  m a jo r i ty  o f  c a s e s  i t  was a ls o  n o t known i f  th e  f irm s  
had re a ch e d  th e  l i m i t  o f  t h e i r  g ro w th , o r  w ere p e rh a p s  a t te m p tin g  
to  in c r e a s e  p r o f i t a b i l i t y  on t h e i r  p r e s e n t  l e v e l  o f  a c t i v i t i e s ,  
o r  s l i g h t l y  below , by c u t t i n g  o u t u n p r o f i t a b l e  work, i . e . ,  
c o n s o l id a t in g  on e x i s t i n g  l e v e l s  o f  a c t i v i t y ,  o r  p e rh a p s  even 
c o n t r a c t in g  a  l i t t l e .
The p r i n c i p a l  f a c t o r s  c o n t r ib u t in g  to  a  tu rn o v e r  in c r e a s e  
w ere fo und  to  be f i r s t l y  m a rk e tin g  a c t i v i t i e s ,  seco n d ly  in c re a s e d  
p ro d u c tio n  f a c i l i t i e s ,  and t h i r d l y  g r e a t e r  c o m p e ti t iv e n e s s .  
However, m a rk e tin g  a c t i v i t i e s  was th e  m ost im p o r ta n t f o r  th e  
f irm s  w hich had  d iv u lg e d  tu r n o v e r  f i g u r e s .
B e fo re  m oving on to  th e  f ie ld w o rk  on in f lu e n c e d  u s e r s ,  th e  
n o ta b le  c h a r a c t e r i s t i c s  o f  th e  fo u r  d i f f e r e n t  g ro u p s c o m p ris in g  
th e  re sp o n se  to  th e  p o s ta l  q u e s t io n n a i r e  w i l l  be  sum m arised. 
These a r e  t h e r e f o r e  s e t  ou t below  t
•  NON -  USERS : v i r t u a l l y  a l l  w ere v e ry
sm a ll f i rm s  n o t  n e e d in g  o u ts id e  s e r v ic e s  
and v e ry  few a c h ie v e d  g row th .
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•  MISCELLANEOUS USERS t w ere m ain ly  v e ry  
sm all f irm s  u s in g  few o u ts id e  s e r v ic e s  
and h a v in g  e i t h e r  none o r  j u s t  one 
management a r e a  s t r e n g th e n e d  from  t h i s  u s e ,
•  UNINFLUENCED USERS s w ere m ain ly  v e ry  
sm a ll f i rm s  u s in g  few o u ts id e  s e r v ic e s ,  
h a v in g  e i t h e r  none o r  j u s t  one management 
a r e a  s tr e n g th e n e d  from  t h i s  u s e ,  and v e ry  
few  a ch ie v e d  g row th ,
•  INFLUENCED USERS s w ere m a in ly  medium­
s iz e d  f irm s  u s in g  much m ore and a  w id e r 
v a r i e ty  o f  o u ts id e  s e r v i c e s ,  h a v in g  more 
management a r e a s  s t r e n g th e n e d  from  t h i s  
u s e ,  w ith  more a c h ie v in g  g ro w th .
R eg a rd in g  th e  FIELDWORK ON INFLUENCED USERS,* th e  n in e  
p r i n t i n g  f irm s  had  o b ta in e d  s e r v ic e s  m a in ly  from th e  BPIF, PPITB, 
s u p p l i e r s ,  employment b u re a u x , p r a c t i s i n g  a c c o u n ta n ts  and 
r e c ru i tm e n t  c o n s u l t a n t s .  The o th e r  o u ts id e  s e r v ic e s  l i s t e d  in  
th e  p o s ta l  q u e s t io n n a ir e  had  been u sed  by few o f  th e  f i r m s .
Looking more c lo s e ly  a t  t h e i r  u se  o f  o u ts id e  s e r v ic e s ,  th e  
m a jo r i ty  had  o b ta in e d  o u ts id e  a s s i s t a n c e  to  h e lp  so lv e  p ro d u c tio n  
p ro b lem s, w ith  th e  s o u rc e s  b e in g  te c h n i c a l  c o n s u l t a n ts ,  PIRA and 
s u p p l ie r s  o f  p ro d u c tio n  equ ipm ent. E ig h t f irm s  w ere members o f  
th e  BPIF, and th e  m ost f r e q u e n t  form s o f  c o n ta c t  w ith  t h i s  
o r g a n is a t io n  w ere r e c e iv in g  t r a d e  in fo rm a t io n  and recom m endations; 
r e q u e s t in g  in fo rm a t io n  and a d v ic e ; a t t e n d in g  BPIF c o u rse s ;
m em bership a c t i v i t i e s ;  u s in g  th e  t e c h n i c a l  a d v iso ry  s e r v ic e ;_______
* See C h ap te r 9 * F ie ld w o rk  on I n f lu e n c e d  U se rs .
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u s in g  a r b i t r a t i o n  f a c i l i t i e s ;  o b ta in in g  c o n su lta n c y  i n  management 
a c c o u n tin g ; and p a r t i c i p a t i n g  i n  th e  management r a t i o s  scheme.
The m a jo r i ty  had a ls o  o b ta in e d  a d d i t io n a l  s e r v ic e s  o u ts id e  o f  th e  
a u d i t in g  f i e l d  from t h e i r  a c c o u n ta n ts .  The g r e a t  m a jo r i ty  had 
o n ly  o b ta in e d  s e r v ic e s  from th e  PPITB w hich w ere i n  l i n e  w ith  
th e  re q u ire m e n ts  f o r  s t a t u t o r y  t r a i n i n g .  The f irm s  w ere e q u a lly  
d iv id e d  on fa v o u ra b le  and u n fa v o u ra b le  comments ab o u t th e  s e r v ic e s  
p ro v id e d  by t h i s  body.
The m a jo r i ty  o f  th e  n in e  in f lu e n c e d  u s e r s  v i s i t e d  had
( a )  o b ta in e d  a s t r e n g th e n in g  in  two management a r e a s ;  (b )  o b ta in e d
a  s t r e n g th e n in g  i n  th e  f i n a n c i a l  management and a d m in is t r a t io n
a r e a ;  and ( c )  r e c e iv e d  in fo rm a tio n  and a d v ic e  which was th o u g h t
to  be h e lp f u l  in  ru n n in g  th e  b u s in e s s .  V iewing th e  d i f f e r e n t
management a r e a s  s e p a r a te ly ,  th e  a r e a  o f  g e n e ra l  management and
o r g a n is a t io n  was s tr e n g th e n e d  in  two in d e p en d e n t f irm s  and in
*
one group member. With th e  fo rm er th e  s t r e n g h te n in g  r e l a t e d  to  
a  f o r m a l i s a t io n  o f  m anagem ent, o r  a n e c e s s a ry  o r g a n is a t io n a l  
r e c o n s t r u c t io n ;  and w ith  th e  l a t t e r  s p e c i a l i s e d  s e r v ic e s  had 
been  o b ta in e d  from  th e  PPITB i n  th e  form o f  d e v is in g  and ru n n in g  
management developm ent programmes in  advance o f  th e  i n t e r n a l  
p rom otion  o f  c e r t a i n  s t a f f .  P r a c t i c a l l y  a l l  th e  f irm s  which 
had  o b ta in e d  a  s t r e n g th e n in g  in  th e  f i n a n c i a l  management and 
a d m in is t r a t io n  a r e a  s p e c i f i e d  th e  a d o p tio n  o f  f i n a n c i a l  p la n n in g  
te c h n iq u e s  and th e  i n s t a l l a t i o n  o f  management a c c o u n tin g  system s 
to  p ro d u ce  management and f i n a n c i a l  in fo rm a tio n  r a p id ly .  
A d d i t io n a l ly ,  th e  in d e p en d e n t f irm s  had  re c e iv e d  a s s i s t a n c e  w ith  
th e  p r e p a r a t io n  o f  a p p l i c a t io n s  f o r  o u ts id e  f in a n c e .  The 
s t r e n g th e n in g  o f  th e  p e rso n n e l m anagem ent, developm ent and 
t r a i n i n g  a r e a  was i n  m ost in s ta n c e s  r e l a t e d  sim ply  to  c a r ry in g  
on s t a t u t o r y  t r a i n i n g ;  and w ith  th e  a r e a  o f  p ro d u c tio n  m anagenent 
and c o n tro l  i t  am ounted c h i e f ly  t o  a s s i s t a n c e  re c e iv e d  w ith  th e
I t  was m en tio n ed  b e fo re  t h a t  th e  n in e  in f lu e n c e d  u s e r s  
v i s i t e d  c o n s is te d  o f  f i v e  in d e p e n d e n t f irm s  and f o u r  group 
members.
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developm ent o f  new p ro d u c tio n  f a c i l i t i e s .  L a s t ly ,  a p a r t  from 
one e x c e p tio n , th e  f irm s  which had  re c e iv e d  in fo rm a t io n  and a d v ic e  
h e lp f u l  i n  ru n n in g  th e  b u s in e s s  s p e c i f i e d  ( i )  t e c h n i c a l ,  
te c h n o lo g ic a l ,  econom ic and f i n a n c i a l  in fo rm a t io n ;  and ( i i )  h e lp  
w ith  t h e  i n t e r p r e t a t i o n  o f  new l e g i s l a t i o n .
P r a c t i c a l l y  a l l  th e  in f lu e n c e d  u s e r s  v i s i t e d  s p e c i f i e d  
m a rk e tin g  a c t i v i t i e s  i n  th e  form o f  m ore i n t e n s i v e  s e l l i n g  and 
e n try  in to  new m ark e ts  a s  a  f a c t o r  c o n t r ib u t in g  to  an in c re a s e d  
s a l e s  tu rn o v e r ;  m ost s p e c i f i e d  in c r e a s e d  p ro d u c tio n  f a c i l i t i e s  
and g r e a t e r  c o m p e t i t iv e n e s s ;  and a m a jo r i ty  s p e c i f i e d  more 
i n t e n s i v e  s e l l i n g .  The f a c t o r  t h a t  was ran k ed  m ost im p o r ta n t 
m ost f r e q u e n t ly  w as, how ever, m ore in t e n s iv e  s e l l i n g .  W ith th e  
f i v e  in d e p en d e n t f irm s  th e  m ost im p o r ta n t f a c t o r  was in c re a s e d  
p ro d u c t io n  f a c i l i t i e s ,  w ith  t h i s  m ost l i k e l y  r e f l e c t i n g  th e  
s t r a ig h t f o r w a r d  p h y s ic a l  ex p an sio n  o f  th e  s m a l le r  u n i t .  The 
g roup  members m en tioned  two f a c t o r s ,  nam ely , m ore in te n s iv e  
s e l l i n g  and g r e a t e r  c o m p e t i t iv e n e s s , w ith  t h i s  i n d i c a t i n g  t h a t  
th e  b ig g e r  f irm s  needed  to  s t r i v e  f o r  more e f f i c i e n c y  in  b o th  
th e s e  a r e a s  i n  o rd e r  to  s u c c e s s f u l ly  m eet c o m p e tit io n .
As a  r e s u l t  o f  com paring th e  f i v e  in d e p en d e n t f irm s  and 
th e  f o u r  g roup members, i t  was found t h a t  th e  b ig g e s t  f irm s  w ere 
g roup  m embers, and t h a t  th e  in d e p e n d e n ts  had  u se d  more and a 
w id e r  v a r i e t y  o f  o u ts id e  s e r v ic e s .  The ty p e s  o f  o u ts id e  s e r v ic e  
w hich had  been  u sed  on ly  by th e  in d e p e n d e n ts  w ere management 
c o n s u l t a n t s ,  p r o f e s s io n a l  i n s t i t u t e s  and c l e a r in g  b anks; more 
by th e  in d e p e n d e n ts  w ere th e  BPIP, PPITB and com puter b u reau x ; 
l e s s  by th e  in d e p e n d e n ts  w ere r e c ru i tm e n t  c o n s u l t a n t s ,  governm ent 
d e p a r tm e n ts  and o th e r  f i n a n c i a l  o r g a n is a t io n s ;  m ost by th e  
in d e p e n d e n ts  w ere th e  BPIP, PPITB, t e c h n ic a l  c o n s u l t a n ts ,  
p r a c t i s i n g  a c c o u n ta n ts ,  s u p p l i e r s ,  employment and com puter 
b u re a u x ; and m ost by th e  g roup members w ere r e c ru i tm e n t  c o n s u l t ­
a n t s ,  BPIP, s u p p l ie r s  and th e  PPITB. The in d e p e n d e n ts  had 
o b ta in e d  a  s t r e n g th e n in g  i n  more management a r e a s  a s  a  r e s u l t
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o f  u s in g  o u ts id e  s e r v ic e s ,  w ith  th e  a re a s  s tr e n g th e n e d  m ost 
f r e q u e n t ly  b e in g  r e c e iv in g  in fo rm a tio n  and a d v ic e , e t c . ,  and 
f i n a n c i a l  managem ent and a d m in is t r a t io n .  In  th e  c a s e  o f  th e  
g roup  members th e  a r e a s  w ere f i n a n c i a l  management and a d m in is t­
r a t i o n ,  and p ro d u c t io n  m anagenent and c o n t r o l .  L a s t ly ,  w ith  
th e  in d e p e n d e n ts  th e  m ost im p o r ta n t f a c t o r s  c o n t r ib u t in g  to  an 
in c r e a s e d  s a l e s  tu r n o v e r  w ere f i r s t l y  in c r e a s e d  p ro d u c tio n  
f a c i l i t i e s ,  s e c o n d ly  more in t e n s iv e  s e l l i n g ,  and t h i r d l y  
g r e a t e r  c o m p e t i t iv e n e s s .  W ith th e  g roup  members th e s e  f a c t o r s  
w ere g r e a t e r  c o m p e t i t iv e n e s s ,  m ore i n t e n s iv e  s e l l i n g ,  in d u s t r y ­
w ide in c r e a s e  i n  demand, and in c r e a s e d  p ro d u c tio n  f a c i l i t i e s .
Pou r o f  th e  n in e  f irm s  v i s i t e d  had  a ch ie v e d  g row th  a g a in s t  
th e  m easu re  u s e d ,  and two w ere in d e p e n d e n t and two w ere group 
mem bers, w ith  th e  l a t t e r  a c h ie v in g  more g ro w th . However, th e  
u s e  o f  o u ts id e  s e r v ic e s  had in f lu e n c e d  th e  grow th  o f  th e  
in d e p e n d e n t f i r m s  m ore th a n  was th e  c a se  w ith  th e  g roup members,
The m ain  c h a r a c t e r i s t i c s  o f  th e  in d e p en d e n t f irm s  and th e  
g roup  members w ere t h e r e f o r e  found  t o  be  a s  fo llo w s  t
# The in d e p e n d e n t f irm s  c o n s is te d  m a in ly  o f  
s m a l le r  f irm s  u s in g  more and a  w id e r 
v a r i e t y  o f  o u ts id e  s e r v ic e s ,  o b ta in in g  a 
s t r e n g th e n in g  i n  more management a re a s  as 
a  r e s u l t  o f  t h i s  u s e , and a c h ie v in g  
s l i g h t l y  l e s s  g row th .
•  The group  members were m a in ly  b ig g e r  f irm s  
u s in g  l e s s  o u ts id e  s e r v ic e s ,  o b ta in in g  a 
s t r e n g th e n in g  in  few er management a r e a s ,  
and  a c h ie v in g  a  l i t t l e  more g row th .
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T u rn in g  to  th e  g e n e ra l  to p ic s  in c lu d e d  i n  th e  q u e s t io n n a i r e ,  
m ost o f  t h e  f irm s  had  d e f in e d  a  l i m i t  to  t h e i r  g row th , e i t h e r  i n  
te rm s  o f  num bers employed o r  s a le s  tu r n o v e r .  Of th e s e  f i r m s , 
t h r e e  had  re a c h e d  th e  l i m i t  and f o u r  had n o t .  A part from  one 
e x c e p tio n , t h e  f irm s  w hich had in d ic a te d  t h a t  t h e i r  grow th  was 
to  be  l im i t e d  m en tio n ed  a  s i z e  w here 100 p e rso n s  o r  l e s s  would 
be  em ployed. However, th e  e x c e p tio n  d id  m en tion  t h a t  a  
r e s t r u c t u r i n g  o f  i t s  p ro d u c tio n  d iv i s io n s  i n t o  u n i t s  em ploying  
ab o u t 50 p e rs o n s  was b e in g  c o n s id e re d  i n  an e f f o r t  to  im prove 
b o th  p r o f i t a b i l i t y  and m a n a g e a b i l i ty .  V ario u s  re a so n s  w ere g iv e n  
f o r  w an tin g  to  l i m i t  g ro w th , i . e . ,  m a in ta in in g  p e rs o n a l  management 
c o n t r o l ,  g ro u p  p o l ic y ,  th e  h o s t i l e  env ironm ent p r e s e n t ly  f a c in g  
th e  sm all f i r m ,  p rob lem s o f  o b ta in in g  th e  n e c e s s a ry  f in a n c e  f o r  
e x p an s io n , and th e  d i f f i c u l t y  o f  e a rn in g  an a d eq u a te  r e tu r n  on 
in v e s tm e n t.  However, m a in ta in in g  p e rs o n a l  management c o n tro l  
was th e  r e a s o n  g iv e n  m ost o f te n .
The g ro u p  members m a in ta in e d  t h a t  th e  same amount o f  g row th  
would have  b een  a ch ie v e d  i f  th e  o u ts id e  s e r v ic e s  had n o t  been  
u s e d . The c h i e f  re a so n s  p u t fo rw ard  i n  su p p o r t w ere th e  
a v a i l a b i l i t y  o f  management s e r v ic e s  on an i n t e r n a l  b a s i s  a n d /o r  
group p la n n in g  f o r  g row th . On th e  o th e r  hand, a l l  b u t one o f  
th e  in d e p e n d e n t f irm s  c la im ed  th a t  th e  same amount o f  grow th  
would n o t h a v e  b een  a c h ie v e d . D if f e r e n t  re a so n s  w ere p u t fo rw ard  
i n  each  c a s e ,  b u t th e y  a l l  concern ed  th e  n e c e s s i ty  to  t a c k l e  
and s o lv e  m anagement p rob lem s as  and when th e y  o c c u r re d .
The n in e  f irm s  had fa c e d  e i t h e r  none o r  j u s t  a  few p rob lem s 
co n n ec ted  w ith  t h e i r  u s e  o f  o u ts id e  s e r v i c e s ,  and m ost o f  th o s e  
w hich d id  o c c u r  w ere i n  th e  in d e p e n d e n t f irm s  and th e y  r e l a t e d  
to  th e  f o r m a l i s a t io n  o f  management i n  th e  f i n a n c i a l  management 
and a d m in i s t r a t io n  a r e a ,  i . e . ,  to  do w ith  th e  p ro d u c tio n  o f  
management and  a c c o u n tin g  in fo r m a t io n .  R eg ard in g  t h e i r  f u tu r e  
re q u ire m e n ts  f o r  o u ts id e  s e r v ic e s ,  th e  m a jo r i ty  th o u g h t t h a t  
ab o u t th e  same amount o f  o u ts id e  s e r v ic e s  would be  u sed  in  th e
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f u t u r e .  However, th e  th r e e  in d e p en d e n t f irm s  w hich s t a t e d  t h a t  
m ore would be needed  c o n s is te d  o f  two w hich w ere managed by- 
i n d iv id u a l s  h a v in g  no p re v io u s  b u s in e s s  e x p e r ie n c e , and one t h a t  
c o n s id e re d  t h a t  t h i s  n eed  was in f lu e n c e d  by th e  p r e s e n t  h o s t i l e  
env ironm en t o f  th e  sm all f irm  b ro u g h t ab o u t m ain ly  by in c r e a s in g  
governm ent i n t e r f e r e n c e ,  e s p e c ia l l y  i n  th e  form o f  more and m ore 
l e g i s l a t i o n .  The f irm  w hich e x p ec te d  to  u se  l e s s  was a  g roup 
member, and a s  m en tio n ed  b e fo re  th e r e  was a  p e r f e c t ly  a d eq u a te  
i n t e r n a l  p ro v is io n  o f  management s e r v i c e s .
V i r t u a l l y  a l l  t h e  f irm s  c o n s id e re d  t h a t  sm all f i rm s  -  
in c lu d in g  sm a ll and m edium -si zed p r i n t i n g  f irm s  -  sh o u ld  in  
g e n e ra l  make b e t t e r  u s e  o f  a v a i l a b le  o u ts id e  s e r v ic e s  w here and 
when a p p r o p r ia te .  The m a jo r i ty  th o u g h t t h a t  sm all and medium­
s iz e d  f irm s  w ere a d e q u a te ly  p ro v id e d  w ith  o u ts id e  s e r v ic e s ,  and 
none had  fa c e d  p rob lem s ab o u t i d e n t i f y i n g  and s e l e c t i n g  s u i t a b l e  
p r o v id e r s  o f  o u ts id e  s e r v ic e s .
F in a l ly  in  th e  c a se s  where th e  appo in tm en t o f  an o u ts id e  
n o n -e x e c u tiv e  d i r e c t o r  was r e le v a n t  -  i . e .  w ith  th e  in d e p en d e n t 
f irm s  -  o n ly  one f irm  had  made a fo rm al ap p o in tm en t. T h is  f irm  
was th e  b ig g e s t  in d e p e n d e n t f irm  and a  f i n a n c i a l  d i r e c t o r  had  
been  a p p o in te d . A no ther f irm  c o n s id e re d  t h a t  i t  had th e  in fo rm a l 
e q u iv a le n t  a d v is in g  in  th e  m a rk e tin g  and s a le s  a r e a .  The 
re m a in in g  f irm s  had  n o t y e t  c o n s id e re d  m aking such  an a p p o in tm e n t.
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MAIN CONCLUSIONS
In  th e  c o n c lu d in g  c h a p te r  th e  v a r io u s  c o n c lu s io n s  drawn from 
th e  P r i n t i n g  I n d u s t r y  Survey w i l l  h e  d is c u s s e d  i n  more g e n e ra l  
te rm s , to g e th e r  w ith  th e  h ig h l ig h t i n g  o f  th e  m ain c o n c lu s io n s .
A lthough few o f  th e  p r i n t i n g  f i rm s  had  a ch ie v e d  grow th
a g a in s t  th e  m easu re  em ployed, m ost o f  th o s e  w hich d id  c la im ed
t h a t  th e  u se  o f  o u ts id e  s e r v ic e s  was a  f a c t o r  in f lu e n c in g  g row th .
The com parison  o f  th e  d i f f e r e n t  u s e r  g ro u p s  re v e a le d  t h a t  th e
I n f lu e n c e d  U se rs  w ere m a in ly  m ed iu m -sized  p r i n t i n g  f i im s ,  t h a t
th e y  had  u sed  much m ore and a  w id e r v a r i e t y  o f  o u ts id e  s e r v ic e s ,
and t h a t  more management a re a s  had been  s tre n g th e n e d  as  a r e s u l t .
From th e  f ie ld w o rk  on In f lu e n c e d  U se rs  i t  was seen  t h a t  th e
grow th  o f  th e  in d e p e n d e n t f irm s  had  b een  in f lu e n c e d  more by th e
u s e  o f  o u ts id e  s e r v ic e s  th a n  was t h e  c a s e  w ith  th e  g roup members.
The m ain re a so n  f o r  t h i s  was t h a t  th e  l a t t e r ,  b e in g  b ig g e r  f i r m s ,
had  management s e r v ic e s  a v a i l a b le  e i t h e r  i n t e r n a l l y  o r  a t  group
*
l e v e l ,  o r  from  b o th  s o u rc e s .
T h e re fo re , th e  c e n t r a l  f in d in g  o f  th e  P r in t i n g  In d u s try  
Survey t h a t  th e  u s e  o f  o u ts id e  s e r v ic e s  can be a f a c t o r  in f lu e n c in g  
th e  grow th  o f  a  sm a ll b u s in e s s  f irm  a p p a r e n t ly  r e q u i r e s  some 
q u a l i f i c a t i o n ,  a s  th e  study* s h y p o th e s is  d id  n o t ap p ly  a l l  t h a t  
much to  v e ry  sm a ll p r i n t i n g  f i r m s ,  and  a l s o  to  f irm s  w hich were 
g roup  members w ith  e i t h e r  an i n t e r n a l  p r o v is io n  o f  management 
s e r v ic e s  o r  a c c e s s  to  th e  same a t  g roup  l e v e l . ^  F u r th e r ,  i t  i s
* The p a r t i c u l a r  management s e r v ic e s  m en tio n ed  by th e  re sp o n d e n ts  
w ere f i n a n c i a l  and management a c c o u n tin g , work s tu d y , p e rs o n n e l and 
t r a i n i n g ,  l e g a l ,  b u s in e s s  p la n n in g  and c o rp o ra te  p la n n in g .
+ A f u r t h e r  q u a l i f i c a t i o n  i s  t h a t  th e  f in d in g s  r e l a t e  o b v io u s ly  to  
th e  p a r t i c u l a r  ty p e  o f  sam ple, to  th e  m easu re  o f  g row th  a p p l ie d ,  to  
th e  p e r io d  re v ie w ed , and to  th e  c o n d i t io n s  and econom ic t r e n d s  e x i s t i n g  
i n  th e  p r i n t i n g  in d u s t r y  i n  t h i s  p e r io d .  As was seen  i n  C h ap te r 7 , 
t h e r e  was an i n d i c a t io n  t h a t  m ost o f  t h e  in d u s t r y  was f a i r l y  buoyant 
i n  te rm s  o f  s a l e s  o v e r  th e  f o u r - y e a r  p e r io d  1970-1973» w ith  a  l e v e l l i n g  
o f f  o c c u r r in g  i n  m ost s e c to r s  i n  1974.
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now p o s s ib l e  to  r e f i n e  th e  h y p o th e s is  to  * th e  u se  o f  o u ts id e  
s e r v ic e s  can  be  a  f a c t o r  in f lu e n c in g  th e  grow th o f  s m a l le r  
in d e p e n d e n t p r i n t i n g  f i r m s , nam ely m ed ium -sized  f irm s  and f irm s  
w hich may b e  a p p ro a ch in g  t h i s  s iz e * .
The m ain  f in d in g s  o f  th e  P r i n t i n g  In d u s t r y  Survey can
th e r e f o r e  b e  sum m arised by s t a t i n g  t h a t  two r e l a t i o n s h i p s  w ere
e s t a b l i s h e d ,  nam ely th e  r e l a t i o n s h ip  betw een g row th  and th e  u s e
o f  o u ts id e  s e r v i c e s ,  and th e  r e l a t i o n s h i p  betw een s i z e  and th e
u s e  o f  o u t s id e  s e r v ic e s .  C oncern ing  th e  fo rm er, t h e r e  h a s  been
some d i f f i c u l t y  i n  com paring and c o n t r a s t i n g  t h i s  f in d in g  w ith
r e s e a r c h  c a r r i e d  o u t e lse w h e re , c h ie f ly  b e ca u se  to  th e  r e s e a r c h e r ’ s
know ledge a  s i m i l a r  s tu d y  on th e  r e l a t i o n s h i p  betw een th e  g row th
o f  th e  sm a ll f i r m  and th e  u se  o f  o u ts id e  s e r v ic e s  h a s  n o t  been
made b e f o r e  ( o r  th e  r e s u l t s  p u b l is h e d ) ,  c e r t a i n l y  i n  th e  p r i n t i n g
and a l l i e d  t r a d e s  w here, in  th e  re s e a rc h e r*  s o p in io n , such  a
*
com parison  w ould have been m ost r e l e v a n t .  T h e re fo re , i f  th e  r e f in e d
In  th e  p a s t  some r e s e a r c h e r s  have a tte m p te d  to  q u a n t i fy  th e  
c o n t r ib u t io n  made by c o n s u l t a n ts .  F o r exam ple, J o h n s to n  
a s s e s s e d  211 c o n su lta n c y  a ss ig n m en ts  and he found  t h a t  th e  
a v e ra g e  jo b  l a s t e d  f o r  tw e lv e  c o n s u l ta n t  m onths, y ie ld e d  n e t  
s a v in g s  o f  a b o u t £ 1 4 ,000 , gave a n e t  r e tu r n  on fe e s  o f  abou t 
200 p e r  c e n t ,  and ach iev ed  a p r o d u c t iv i ty  in c r e a s e  o f  o v e r  50 
p e r  c e n t .
See % J o h n s to n , J .  ( 1963) .  The p r o d u c t iv i ty  o f  m anagenent 
c o n s u l t a n t s .  J o u r n a l  o f  th e  Royal S t a t i s t i c a l  S o c ie ty ,  V ol. 126,
P t .  2,  1963 .
I n  h ia  s tu d y  o f  sm all f irm s  u s in g  m anagem oit c o n s u l t a n t s ,  Sammut 
a tte m p te d  t o  q u a n t i fy  th e  e f f e c t  o f  u s in g  them . Exam ples from  th e  
few  c a se s  w here  i t  was p o s s ib le  a r e  a  d o u b lin g  o f  tu rn o v e r  o v e r  a  
th r e e - y e a r  p e r io d  fo llo w in g  an a ss ig n m e n t, and an in c r e a s e d  p r o f i t  
o f  £10 ,000  i n  th e  y e a r  fo llo w in g  an a ss ig n m e n t. Sammut*s sam ple 
c o n s is te d  o f  16 f irm s  (1 5 sm all f irm s  and one l a r g e  f irm )  w hich had 
com m issioned a  t o t a l  o f  28 c o n su lta n c y  a ss ig n m e n ts . Exam ples w ere 
management s t r u c t u r e ,  management a c c o u n tin g  sy stem s, s e l e c t i o n  and 
r e c r u i tm e n t ,  m a r k e t i n g / s a l e s / d i s t r i b u t i o n ,  and work s tu d y .
See : Sammut, N. J .  (1 9 7 0 ). A s tu d y  o f  management c o n s u l t a n ts  and th e  
sm all f i r m . M .Sc. d i s s e r t a t i o n .  U n iv e r s i ty  o f  B a th .
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h y p o th e s is  w ere to  be t e s t e d  to  v e r i f y  th e  f in d in g s  o f  th e  P r in t i n g  
In d u s t ry  S u rv ey , i t  i s  s u g g e s te d  t h a t  th e  sam ple c o n s i s t  o f  
p r i n t i n g  f i r m s  in  th e  s i z e  ra n g e  20 -  100 em ployees, a s  i t  now 
a p p e a rs  t h a t  in d e p e n d e n t f irm s  i n  t h i s  s i z e  ra n g e  a r e  more 
l i k e l y  to  b e  i n  a  g r e a t e r  need  o f  o u ts id e  s e r v ic e s  th a n  v e ry  
sm a ll f i r m s ,  o r  f i r m s  i n  t h i s  s i z e  ra n g e  w hich b e lo n g  to  a  g roup 
o f  com pan ies. H owever, b ecau se  t h e r e  a r e  so many v e ry  sm all 
f irm s  in  t h e  i n d u s t r y ,  i t  w i l l  be  n e c e s s a ry  to  draw th e  sam ple 
from  a  b ig g e r  a r e a  o f  th e  c o u n try . A l t e r n a t iv e ly ,  r e s e a rc h  
co u ld  be c a r r i e d  o u t in  a  d i f f e r e n t  in d u s t r y ,  f o r  in s ta n c e  
e n g in e e r in g . However, e x p e r ie n c e  g a in e d  from th e  P r i n t i n g  
In d u s t ry  Survey  s u g g e s ts  t h a t  v e ry  sm all f irm s  sh o u ld  be  ex c lu d ed  
from  th e  sam p le .
The r e l a t i o n s h i p  betw een s i z e  and th e  u s e  o f  o u ts id e  s e r v ic e s ,  
i . e . ,  th e  u s e  o f  o u ts id e  s e r v ic e s  d id  n o t  ap p ly  a l l  t h a t  much to  
v e ry  sm all p r i n t i n g  f i r m s ,  i s  a  l i k e l y  e x p la n a tio n  f o r  th e  c la im  
made by th e  BPIP i n  e v id en c e  su b m itte d  to  th e  B o lto n  Committee^^  ^
t h a t  in  th e  p a s t  sm a ll f irm s  -  m eaning th o s e  in  th e  s i z e  ran g e  
1 - 2 5  em ployees -  h ave  n o t  u sed  a v a i l a b le  s e r v ic e s  in  p ro p o r t io n  
to  t h e i r  num bers i n  m em bership. F u r th e r ,  i t  i s  p o s s ib le  t h a t
th e  p i t c h in g  o f  o u ts id e  s e r v ic e s  -  a p a r t  from g e n e ra l  in fo rm a t io n  
*
and a d v ic e  on , f o r  in s t a n c e ,  th e  i n t e r p r e t a t i o n  o f  new l e g i s ­
l a t i o n  -  to  t h e  s m a l le s t  o f  p r i n t i n g  f i r m s ,  nam ely th o s e  em ploying
As p r e v io u s ly  m en tio n e d , one f in d in g  o f  th e  P r i n t i n g  In d u s try  
Survey was t h a t  t h e r e  was a  g e n e ra l  n eed  f o r  in fo rm a tio n  and 
a d v ic e  h e lp f u l  in  ru n n in g  th e  b u s in e s s ,  e s p e c ia l l y  in  th e  c a se  
o f  th e  v e ry  sm all p r i n t i n g  f i rm . M oreover, a s  would have  been  
e x p ec te d  th e  in d e p e n d e n t f irm s  v i s i t e d  had a  g r e a t e r  n eed  
r e g a rd in g  th e  i n t e r p r e t a t i o n  o f  new l e g i s l a t i o n  and a d v ic e  on 
la b o u r  m a t t e r s .  A p p a ren tly  such  a d v ic e  was f r e e l y  a v a i l a b l e  
from  th e  BPIF.
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l e s s  th a n  f i f t e e n  p e rso n s  a n d /o r  w ith  a  tu r n o v e r  o f  l e s s
th a n  £ 1 00 ,000  p . a . ,  may w e ll be a  w aste  o f  r e s o u rc e s  in  
«
many c a s e s  , e s p e c ia l l y  b e a r in g  in  mind t h a t  any o th e r  
a d v ic e  o r  s e r v ic e s  w i l l  p ro b a b ly  be needed  in  th e  
f i n a n c i a l  m anagement and a d m in is t r a t io n  a r e a ,  and t h a t  
th e  p a r t i c u l a r  l e v e l  needed  can a lm o st c e r t a i n l y  be 
o b ta in e d  from  o r  th ro u g h  an a c c o u n ta n t.
( 2 )Golby & J o h n s ' '  in  t h e i r  su rv ey  o f  69 sm a ll f irm s  
c o n s i s t in g  o f  59 io. th e  1 - 5 0  em ployees ra n g e  and 10 in  
th e  50 -  200 em ployees ran g e  found  t h a t  m ost o f  th e  s m a l le r  
f irm s  w ere n e i t h e r  i n t e r e s t e d  i n ,  n o r  aw are o f  o u ts id e  
a d v iso ry  s e r v ic e s  o r  h e lp .*  The f in d in g s  o f  th e  P r in t i n g  
I n d u s t ry  Survey  t e l l  a  d i f f e r e n t  s to r y  in  r e f e r e n c e  to  th e  
f ie ld w o rk  w here th e  f irm s  w ere b o th  aw are o f  and i n t e r e s t e d  
in  u s in g  o u ts id e  s e r v ic e s .  However, t h e r e  i s  a lw ays some 
d i f f i c u l t y  com paring  two p ie c e s  o f  r e s e a r c h  l i k e  t h i s ,  
c e r t a i n l y  a s  th e  Golby & Jo h n s  r e s e a rc h  r e l a t e d  t o  a
A lthough  i t  r e l a t e s  to  a  d i f f e r e n t  in d u s t r y ,  m en tio n  w i l l  be 
made o f  some e v id en ce  g iv e n  by th e  Economic Developm ent Committee 
f o r  th e  D i s t r i b u t i v e  T rades in  i t s  E v idence to  t h e  B o lto n  
Com m ittee, M arch, 1970» p . i .
I t  was s a id  t h a t  th e  v e ry  s m a l le s t  t r a d e r s  -  e s p e c i a l l y  th o s e  
in  r e t a i l i n g  -  a r e  u n l ik e ly  to  be much a f f e c t e d  by m easu res  
d e s ig n e d  to  h e lp  s m a lle r  f i r m s ,  w h ile  th e  l a r g e r  sm all and 
m ed iu m -sized  f irm s  need  and w i l l  be  a b le  to  p r o f i t  by s p e c ia l  
m e asu re s . The k in d s  o f  m easures m en tio n ed  w ere v o lu n ta ry  
g ro u p s , th e  ex p an sio n  o f  t r a d e  a s s o c ia t io n s *  c o n su lta n c y  s e r v ic e s ,  
t r a i n i n g  f a c i l i t i e s ,  g u a ra n te e d  c r e d i t s ,  in v e s tm e n t g r a n ts  and 
s i t e  p r o v is io n .
* The 69 re s p o n d e n ts  o p e ra te d  in  m a n u fa c tu r in g  (25  f i r m s ) ;  
r e t a i l  d i s t r i b u t i o n  ( 8 ) ;  w h o le sa le  d i s t r i b u t i o n  ( 6 ) ;  c o n s t r u c t io n  
( 7 ) ;  m o to r t r a d e s  ( 6 ) ;  ro ad  t r a n s p o r t  ( 4 ) ;  c a t e r in g  ( 2 ) ;  
m is c e lla n e o u s  s e r v ic e  ( I I ) .  The ty p e s  o f  a d v ic e  and a s s i s t a n c e  
m en tio n ed  by th e  re sp o n d e n ts  w ere Min Tech, BOT, B r i t i s h  
P r o d u c t iv i ty  C o u n c il, management c o n s u l t a n t s ,  i n d u s t r i a l  t r a i n i n g .  
Employment Exchange, In la n d  R evenue, t r a d e  a s s o c i a t i o n s ,  
in v e s tm e n t g r a n t s .  R espondents i n  th e  s i z e  ra n g e  50 -  100 
em ployees num bered s ix ;  100 -  150 em ployees (tw o ) and 15O -  200 
em ployees ( tw o ) .
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d i f f e r e n t  t im e  p e r io d ,  c o n s is te d  o f  a  m u l t i - i n d u s t r y  sam ple, and 
p e rh a p s  was u n d e r ta k e n  a g a in s t  th e  background  o f  a  l e s s  h o s t i l e  
env iro n m en t f o r  th e  sm a ll f i rm . In d e e d , one o f  th e  p r i n t i n g  
f irm s  d id  say  t h a t  more and more o u ts id e  s e r v ic e s  would have to  
be  u sed  i n  t h e  f u tu r e  i f  Government i n t e r f e r e n c e  and l e g i s l a t i o n  
c o n tin u e d  to  in c r e a s e .  One o th e r  comment to  be made on th e  
Golby & Jo h n s  r e s e a r c h  i s  t h a t  i t  i s  n o t  p o s s ib le  t o  a s c e r t a i n  
how many o f  th e  f irm s  in  th e  1 -  50 em ployees ra n g e  w ere v e ry  
sm all f i r m s .  I f  t h e r e  w ere any, th e n  i t  i s  p o s s ib le  t h a t  a n o th e r  
f a c t o r  c o n t r ib u t in g  to  th e  fo rm a tio n  o f  t h e i r  a t t i t u d e s  to  o u t­
s id e  s e r v ic e s  was t h a t  th e y  had no r e a l  n eed  i n  t h a t  o p e ra t io n s  
w ere c a r r i e d  o u t on a  l im i t e d  s c a le .*
W hile d i s c u s s in g  g o v e rn m e n t-su b s id ise d  c o n su lta n c y  schem es, 
f o r  in s t a n c e  th e  B r i s to l  and Glasgow p i l o t  schem es. B a tes 
s u g g e s ts  t h a t  p a r t  o f  th e  e x p la n a tio n  f o r  th e  d i s a p p o in t in g ly  
low  re s p o n se  to  them -  e s p e c ia l l y  from  s m a l le r  b u s in e s s e s  -  co u ld  
be t h a t  a  c e r t a i n  l e v e l  o f  m a n ag e ria l s o p h i s t i c a t i o n  i s  r e q u ir e d  
b e fo re  th e  ow ners o f  a  b u s in e s s  can i d e n t i f y  th e  n eed  f o r  
c o n su lta n c y  and a d v ic e . The f in d in g s  o f  th e  P r i n t i n g  In d u s try  
Survey s u g g e s t t h a t  i n  th e  c a se  o f  a  p r i n t i n g  f irm  t h i s  l e v e l  o f  
m a n a g e ria l s o p h i s t i c a t i o n  w i l l  b e  d is p la y e d ,  o r  w i l l  have to  be 
a c q u ir e d , when th e  sm a ll f i im  s t a r t s  to  move i n t o  th e  medium­
s iz e d  c a te g o ry .
M oving on to  e x p la in  why th e r e  was a  r e l a t i o n s h i p  betw een
s iz e  and th e  u s e  o f  o u ts id e  s e r v ic e s  in  th e  c a se  o f  th e  p r i n t i n g
f irm s  r e p ly in g  to  th e  p o s ta l  q u e s t io n n a i r e ,  i t  i s  th o u g h t t h a t
some o f  th e  f irm s  may have been f a c in g  management p rob lem s
a s s o c ia te d  w ith  t h e  e a r ly  s ta g e s  o f  g ro w th . F o r in s t a n c e ,  th e
in d e p e n d e n t f i rm s  v i s i t e d  d u r in g  th e  c o u rs e  o f  th e  f ie ld w o rk  had
fa c e d  p ro b lem s co n cern ed  w ith  a  r e l a t i v e  f o r m a l i s a t io n  o f
* Hyman i n  h i s  s tu d y  o f  th e  p ro c e ss  o f  s u p p ly in g  and u s in g  e x te r n a l  a id  
( i . e .  o u t s id e  s e r v ic e s )  found  th a t  a lth o u g h  e x te r n a l  a id s  w ere numerous 
and w id e ly  u s e d , m anagers d id  n o t g iv e  much th o u g h t to  a id ,  and th ey  
w ere o f te n  u n a b le  to  m axim ise th e  b e n e f i t s  o b ta in a b le .  T h e re fo re , th e r e  
was a  p rob lem  o f  com m unication and m o t iv a t io n  i n  th e  f i e l d  o f  a id .  See: 
H ym an,S.( 1 9 7 0 ), op. c i t .
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management i n  th e  a d m in is t r a t io n  a re a  ( f o u r  f i r m s )  and i n  th e  
o r g a n is a t io n  a r e a  (tw o f i r m s ) .*  As w e l l ,  th e  in d e p e n d e n t f irm s  
h ad  o b ta in e d  a  m ore e x te n s iv e  s t r e n g th e n in g  -  when com pared w ith  
th e  g roup members -  i n  th e  a re a s  o f  g e n e ra l  management and o r g a n is a t io n ;  
f i n a n c i a l  management and  a d m in is t r a t io n ;  p e rs o n n e l m anagem ent, 
developm ent and t r a i n i n g ;  and r e c e iv in g  in fo rm a t io n  and a d v ic e  
h e lp f u l  i n  ru n n in g  th e  b u s in e s s .  F o rm a l is a t io n  h a s  been  d is c u s s e d  
by o th e r s  i n  th e  p a s t ,  a l th o u g h  som etim es i n  b ro a d e r  te rm s .
A c co rd in g ly , a  num ber o f  w r i t e r s  have  view ed th e  g row th  o f  th e  
f irm  in  te rm s  o f  s t a g e s ,  w ith  th e  number o f  s ta g e s  p re s e n te d  v a ry in g , 
b u t t y p i c a l l y  t h e r e  a r e  th r e e  o r  fo u r ,  though som etim es a s  many 
a s  th e  te n  o u t l in e d  by U rw ick .^^^  S t a r t i n g  from i t s  fo rm a tio n  th e  
sm a ll f irm  i s  seen  a s  p a s s in g  t h r o u ^  a  sequence  o f  s ta g e s  such  as  t
The i n i t i a l  o r  fo rm a tiv e  s ta g e  which ta k e s  i n  
th e  e n tr e p r e n e u r  s e t t i n g  up in  b u s in e s s  on 
th e  b a s i s  o f  an id e a  f o r  m a n u fa c tu r in g  a  
p ro d u c t o r  p r o v id in g  a  s e r v ic e .
b . The n e x t one o r  two s ta g e s  u s u a l ly  r e l a t e  to  a  
n e c e s s a ry  d iv i s i o n  o f  m a n ag e ria l t a s k s ,  a s  th e  
e n tr e p r e n e u r  may have re a c h e d  th e  l i m i t  o f  e f f e c t i v e  
management c o n t r o l ,  r e s u l t i n g  in  th e  n eed  to  r e c r u i t  
non-ow ner management p e rso n n e l to  make good any 
d e f i c i e n c i e s  i n  m anaganent r e s o u rc e s .
c . The su c c e e d in g  s ta g e s  a r e  concerned  w ith  o r g a n i s a t i o n a l  
m a tu r i ty  and s t a b i l i t y .  To i l l u s t r a t e ,  th e  f irm  ta k e s  
on th e  g e n e r a l  c h a r a c te r  o f  th e  l a r g e r  f irm  by becom ing 
b u r e a u c r a t ic  and p e rh a p s  r a t i o n a l i s e d ,  +
(5 )In  p a r t ic u le u r ,  Lupton o u t l in e d  th e  developm ent c y c le  o f
* As was m en tio n ed  b e f o r e  th e  fo r m a l i s a t io n  o f  management i n  th e  
a d m in is t r a t io n  a r e a  o c c u r re d  a ls o  i n  f irm s  U / l ,  U /2 and TJ/3. 
See C h ap te r 6 .
+ The s ta g e  m odels o f  g row th  p re s e n te d  by K ro eg er , G re in e r , 
D avidson, S tan w o rth  & C u rra n (2 ) , Thomason & M i l l s ,  and 
B a te s  w ere d e s c r ib e d  p re v io u s ly  i n  C hap ter 2, S e c tio n  2 .2 .
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t h e  new sm a ll b u s in e s s  o p e r a t in g  in  th e  m a n u fa c tu r in g  s e c to r  i n  
te rm s  o f  i t  h a v in g  f o u r  d i s t i n c t  p h a se s , a lth o u g h  th e s e  would 
n o t  n e c e s s a r i l y  o c c u r  s e p a r a te ly  o r  fo l lo w  each o th e r  i n  tim e .
The f i r s t  p h ase  -  th e  e u p h o ric  p h ase  -  c o v e rs  th e  e a r ly  s ta g e s  
o f  a  b u s in e s s ,  w ith  t h i s  b e in g  c h a r a c te r i s e d  by th e  e n tre p re n e u r*  s 
o r g a n is in g  f l a i r  and p e r s o n a l  c h a rism a , th e  g i f t  o f  a  co m m ercia lly  
s e n s i t i v e  *nose* p o in te d  ro u g h ly  i n  th e  r i g h t  d i r e c t i o n ,  th e  
co u rag e  to  make r i s k y  d e c is io n s  q u ic k ly , and th e  c a p a c i ty  to  
g e n e r a te  l o y a l t y  and c o n f id e n c e  in  c o lle a g u e s  and em ployees. I t  
was su g g e s te d  t h a t  t h e  e n tr e p r e n e u r  was l i k e l y  to  be an am ateu r 
i n  a l l ,  o r  m ost o f  th e  w ide ra n g e  o f  m a n a g e ria l a c t i v i t i e s  w hich 
w ould have  to  be  u n d e r ta k e n . However, many o f  th e  new s t a r t e r s  
would p ro b a b ly  h ave  enough k n o w le d g e -fro m -e x p e rie n ce  to  g e t  by 
f o r  a  w h ile .
Assuming t h a t  t h e  e n tr e p re n e u r  s u c c e s s f u l ly  e s t a b l i s h e s  h i s   ^
b u s in e s s ,  th e  second  p h a se  i n  th e  developm ent o f  th e  f irm  would be  ' 
th e  f i n a n c i a l  -  d e p r iv a t io n  p h a se , w hereby f o r  m ost grow ing com panies 
t h e r e  comes a p o in t  when th e  owner*s s a v in g s  have ru n  o u t ,  i . e . ,  th e  
p r o s p e c ts  o f  o b ta in in g  o th e r  f in a n c e  a t  a  re a s o n a b le  c o s t  a r e  v e ry  
l im i t e d ,  and r e t a in e d  e a rn in g s  a r e  i n s u f f i c i e n t .  I f  th e  e n tr e p r e n e u r  
su cceed s  in  overcom ing  th e s e  f i n a n c i a l  p rob lem s h i s  f irm  w i l l  th e n  j 
move i n t o  th e  t h i r d  p h ase  -  th e  m a n a g e r ia l- r e c ru i tm e n t  p h a se . /
T h is  p h ase  i s  m arked by a  n eed  to  employ p e o p le  to  manage h i s  
o p e ra t io n s  w h ile  new b u s in e s s  i s  b e in g  s o u g h t, p la n n in g  f o r  th e  
f u tu r e  i s  b e in g  u n d e r ta k e n , and a t t e n t i o n  i s  b e in g  p a id  to  
in c r e a s in g  paperw ork  and q u e r ie s .  However, th e  e n tr e p re n e u r  may 
n o t be a b le  to  d e f in e  th e  k in d  o f  men n eed ed , o r  p e rh a p s  he  may 
be u n a b le  to  pay c o m p e t i t iv e  s a l a r i e s  to  a t t r a c t  th e  r i g h t  ty p e  
o f  m a n a g e ria l t a l e n t .  T h e re fo re ,  th e  e n tr e p re n e u r  may w e ll p la y  
s a f e  by re w a rd in g  lo y a l  men around  him who have grown w ith  th e  
b u s in e s s  by g iv in g  them g r e a t e r  r e s p o n s i b i l i t y ,  e t c .
The f o u r th  p h a se  was te rm ed  th e  in c ip ie n t - b u r e a u c r a c y  p h ase  
whereby t h e r e  i s  a  demand f o r  management sy stem s , f o r  a  d e f in e d
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management s t r u c t u r e ,  f o r  s p e c i a l i s a t i o n ,  i . e . ,  f o r  c l a r i f y i n g  
r e s p o n s i b i l i t y  and a u th o r i ty ,  and f o r  c a r e f u l  r e c r u i tm e n t ,  
s e l e c t i o n  and t r a i n i n g .  However, c o l le a g u e s  who w ere prom oted 
d u r in g  th e  p re v io u s  s ta g e  a r e  u n l ik e ly  to  b e , o r  c a p a b le  o f  
becom ing q u a l i f i e d  s p e c i a l i s t s .  A lso , th e y  may r e s e n t  any 
d is tu r b a n c e  o f  th e  p re v io u s ly  e s t a b l i s h e d  p e ck in g  o r d e r  t h a t  
i s  th r e a te n e d  by th e  a r r i v a l  o f  o u ts id e  s p e c i a l i s t s .
Lupton s u g g e s te d  t h a t  i n  o rd e r  f o r  th e  new sm all b u s in e s s  
to  p a ss  s u c c e s s f u l ly  th ro u g h  each o f  th e  f o u r  developm ent p h a se s , 
th e  e n tr e p r e n e u r  w i l l  n eed  to  o b ta in  o u ts id e  s e r v ic e s  o f  one 
k in d  o r  a n o th e r  -  e s p e c ia l l y  in  p h a se s  tw o, th r e e  and f o u r  -  a s  
any m a n a g e ria l in c a p a c i ty  may w e ll i n h i b i t  e f f i c i e n c y  and g ro w th . 
Examples o f  th e  ty p e s  o f  o u ts id e  s e r v ic e  m en tioned  w ere ICPC f o r  
p h ase  tw o, and management c o n s u l ta n ts  to  t r a n s f e r  com petence in  
p h ase  f o u r  r e g a r d in g  th e  in t r o d u c t io n  o f  management system s 
r e l a t e d  to  p e rs o n n e l p ro c e d u re s , p ro d u c tio n  c o n t r o l  and c o s t in g  
p ro c e d u re s .
The f a c t  t h a t  th e  In f lu e n c e d  U se rs  w ere m o s tly  m ed ium -sized
firm s  u s in g  much more and a w id e r v a r i e t y  o f  o u ts id e  s e r v ic e s
t i e s  i n  w ith  th e  e v id en c e  su b m itte d  by th e  BPIP to  th e  B o lto n
Com m ittee, t h a t  sm a ll p r in t i n g  f irm s  have  alw ays had  d i f f i c u l t y
p ro d u c in g  s p e c i a l i s t  management s k i l l s  from  w ith in .  The prob lem ,
th e r e f o r e ,  o f  l im i t e d  management c a p a c i ty  o r  r e s o u rc e s  can be
ta c k le d  by u s in g  o u ts id e  s e r v ic e s  o f  one k in d  o r  a n o th e r  to  f i l l -
in  th e  d e f i c i e n c i e s  o f  th e  p r o p r i e to r s  o r  m an ag ers , w ith  th e
e x te n t  o f  t h i s  u s e  m ost l i k e l y  d ep en d in g  on th e  f u n c t io n a l  and
m a n a g e ria l q u a l i f i c a t i o n s  o f  th e  in d iv id u a l  o r  p e rs o n s  ru n n in g  
*
th e  b u s in e s s .  A cco rd in g ly , th e  f ie ld w o rk  on in f lu e n c e d  u s e r s
*
I t  was m en tio n ed  in  C h ap ter 7 , B ackground to  th e  P r i n t i n g  
I n d u s t r y ,  t h a t  th e  p r o p r i e to r s  o f  v e ry  sm a ll p r i n t i n g  f irm s  u s u a l ly  
d iv id e  tim e  b e tw een  p ro d u c tio n  o p e ra t io n s  and m anagem ent/adm in- 
i s t r a t i o n ,  and i f  such  f irm s  do grow, t h e i r  m anagem ents s t i l l  
m a in ta in  a  c lo s e  in v o lv em en t w ith  th e  d e t a i l s  o f  p ro d u c tio n , w ith
/ c o n tin u e d
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r e v e a le d  t h a t  th e  in d e p en d e n t p r i n t i n g  f irm s  had u sed  much more 
and a  w id e r v a r i e t y  o f  o u ts id e  s e r v ic e s  when com pared w ith  th e  
g roup  mem bers, and a ls o  th e  two in d e p en d e n t f irm s  m aking th e  
m ost e x te n s iv e  u s e  o f  o u ts id e  s e r v ic e s  w ere managed by in d iv id u a ls  
p o s s e s s in g  no know ledge o f  p r i n t i n g  and no p re v io u s  management 
e x p e r ie n c e  when f i r s t  m anaging t h e i r  r e s p e c t iv e  p r i n t i n g  f i r m s .*
I t  was m en tio n ed  in  C h ap ter 2 : The Management P roblem s i
o f  th e  Sm all F irm , t h a t  o f te n  in  th e  c a se  o f  a  sm all f irm  th e r e  /I
a r e  p rob lem s w hich r e f l e c t  a  la c k  o f  b a la n c e  i n  th e  f u n c t io n a l  j 
s k i l l s .  U n lik e  th e  l a r g e r  f irm , th e  sm all f irm  canno t s u b -d iv id e  
t h e  f u n c t io n a l  s k i l l  a re a s  and a p p o in t s p e c i a l i s t s .  A lso , th e  j 
c lo s e  p e r s o n a l  c o n tro l  p r e v a le n t  i n  th e  sm all f irm  s e c to r  o f te n  
demands an a l l - p u r p o s e  m anager c a p a b le  o f  a c c o m p lish in g  a  w ide 
v a r i e ty  o f  m a n a g e ria l t a s k s ,  i . e . ,  a  m anager p o s s e s s in g  
e n t r e p r e n e u r i a l  f l a i r  and some d eg re e  o f  e x p e r t i s e  in  a l l  th e
/c o n t in u e d
th e  f r e q u e n t  r e s u l t  b e in g  t h a t  s p e c i a l i s t  management s k i l l s  a r e  
n o t d e v e lo p e d  from  w ith in .  I t  was a ls o  m en tio n ed  t h a t  th e  dom­
in a t i o n  o f  c ra f ts m a n s h ip  in  th e  in d u s t r y  h as  te n d e d  to  t i e  f irm s  
and t h e i r  m anagem ents more c lo s e ly  to  s p e c i f i c  te c h n o lo g ie s  th a n  
m igh t have  b een  th e  case  had n o t  c ra f ts m a n s h ip  been  h e ld  i n  such 
h ig h  e steem ; and t h a t  much o f  th e  in d u s try *  s management i s  n o t 
o n ly  c o n v e rsa n t w ith  te c h n ic a l  and c r a f t  s k i l l s ,  b u t a ls o  h as 
c o n s id e ra b le  p r a c t i c a l  e x p e r ie n c e  in  u s in g  them . T h e re fo re , 
t r a d i t i o n a l l y  th e  p r i n t i n g  m anager h a s  been  a  p r i n t e r  f i r s t  and 
a  m anager sec o n d .
The s i t u a t i o n  f a c in g  each  m anager was d i f f e r e n t  a s  one was 
ch arg ed  w ith  th e  ta s k  o f r e c o n s t r u c t in g  a  v e ry  lo n g  e s ta b l i s h e d  
fa m ily  b u s in e s s  t h a t  had d e c l in e d ,  w h ile  th e  o th e r  s t a r t e d  h i s  
b u s in e s s  from  s c r a tc h .  R eg ard in g  th e  o th e r  t h r e e  in d e p en d e n t 
f i r m s ,  t h e r e  w ere w eaknesses i n  c e r t a i n  management a r e a s ,  nam ely , 
f i n a n c i a l  management and a d m in is t r a t io n  in  th e  c a se  o f  two; and 
g e n e ra l  management and o r g a n is a t io n ,  p e rs o n n e l m anagem ent, d ev e lo p ­
ment and t r a i n i n g  in  th e  c a se  o f  th e  o th e r .
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m ain management a r e a s  : p ro d u c tio n , s a l e s ,  p e rs o n n e l and f in a n c e .  
T h e re fo re , a s  th e s e  p a r t i c u l a r  s k i l l s  a r e  r a r e l y  fo und  in  one 
man, th e r e  w i l l  te n d  to  be w eaknesses in  some o f  th e s e  manage­
ment a r e a s .  F u r th e r ,  a s  h a s  been su g g e s te d  by o th e r s  i n  th e
p a s t ,  e . g . ,  Thomason & M i l l s ^ ^ \  i t  i s  l i k e l y  t h a t  once th e
*
sm all f irm  h a s  p a s se d  th ro u g h  th e  i n i t i a l  s ta g e  o f  i t s  
developm ent, t h e r e  may be a  need  to  s e t  up a  more e f f e c t i v e  
a d m in is t r a t io n  to  c o n tr o l  what h as  become a  g o in g  c o n ce rn .
The move o v e r  from p e rs o n a l  a d m in is t r a t io n  to  m ore fo rm a l­
i s e d  p ro c e d u re s  o f  management c o n tr o l  may th e r e f o r e  be demanded 
as  th e  f irm  p a s s e s  th ro u g h  th e  t r a n s i t i o n a l  s ta g e  i n  i t s  
developm ent from  sm all to  m ed ium -sized  b u s in e s s .*  Growth w i l l  
demand o r g a n i s a t i o n a l  change, b o th  b e ca u se  o f  o u ts id e  f a c t o r s ,  
and b e ca u se  i t  r e q u i r e s  t h a t  th e  p a t t e r n  o f  management which 
p e o p le  u se  sh o u ld  ad ap t to  cope w ith  in c r e a s in g  volum e and th e
(7 )g r e a t e r  c o m p le x ity  o f  b u s in e s s  p ro b lem s. D avies and K e lly  
m en tioned  t h a t  t h i s  p a r t i c u l a r  a r e a  may pose  p rob lem s b e ca u se  
th e  s k i l l s  n e c e s s a ry  to  e s t a b l i s h  a  f irm  may n o t be th o s e  w hich 
a r e  needed  to  b u i ld  and s u b se q u e n tly  manage a more fo rm a lis e d
*
In  th e  c a s e  o f  a  p r i n t i n g  f irm , i t  i s  a p p a re n t t h a t  t h i s  
p o in t  w i l l  be  re a c h e d  when th e  f irm  s t a r t s  to  move in to  th e  
m ed ium -sized  c a te g o ry .
* B u r e a u c r a t i s a t io n  need  n o t be an a u to m a tic  outcom e o f  g row th . 
F or in s ta n c e .  B um s & S ta lk e r  su g g e s te d  t h a t  an o rg a n ic  o rg an ­
i s a t i o n a l  form  can be more a p p r o p r ia te  to  c o n d i t io n s  o f  r a p id  
change in  m a rk e ts  and te c h n o lo g y .
See * B u m s, T . & S ta lk e r ,  G. M. ( 1961) ,  o p .c i t . ,  119 -  122.
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o r g a n i s a t i o n .  As M atthews & M ayers have  p o in te d  o u t ,  t h i s  
f o r m a l i s a t i o n  o f  management w i l l  m ost l i k e l y  demand t h a t  th e  
ow ner-m anager outgrow  h i s  o ld  d e e p -g ra in e d  h a b i t  o f  b e in g  a 
j a c k - o f - a l l - t r a d e s  and f in d  a new r o l e  in  th e  f i r m .(8 )
The n e e d  to  e s t a b l i s h  an e f f e c t i v e  a d m in is t r a t io n  i s  
r e f l e c t e d  i n  th e  f a c t  t h a t  a p a r t  from r e c e iv in g  g e n e ra l  in fo rm ­
a t io n  and a d v ic e  h e lp f u l  in  th e  ru n n in g  o f  a p a r t i c u l a r  b u s in e s s ,  
th e  seco n d  m ost f r e q u e n t ly  m en tioned  management a r e a  w hich had  
been  s t r e n g th e n e d  i n  th e  u s e r  p r i n t i n g  f irm s  was t h a t  o f  f i n a n c i a l  
managem ent and  a d m in is t r a t io n ,  and as m en tio n ed  p r e v io u s ly  in  
t h i s  c h a p te r ,  i t  i s  f a i r l y  common f o r  th e  sm all f irm  
to  h av e  w eak n esses  in  t h i s  p a r t i c u l a r  a r e a .  The s tu d y  o f
f i n a n c i a l  f a c i l i t i e s  f o r  sm all f irm s  by th e  Econom ists* A dv iso ry  
(9 )G r o u p '  r e v e a le d  t h a t  p o o r q u a l i ty  o f  management and th e  la c k  o f  
a d e q u a te  f i n a n c i a l  c o n tro l  in  sm all f irm s  w ere re g a rd e d  by a l l  
le n d e r s  a s  s e r io u s  o b s ta c le s .  As c i t e d  p re v io u s ly  in  C h ap te r 2, 
th e  M id lan d  Bank^^^^ view ed i t  rem ark ab le  t h a t  many bu sin essm en  
whose b u s in e s s e s  have expanded to  a  r e a s o n a b le  s i z e  rem ain  i l l -  
eq u ip p ed  to  cope w ith  th e  d e t a i l s  o f  f i n a n c i a l  m anagem ent.* 
S im i la r ly ,  i n  th e  ev id en ce  su b m itte d  to  th e  B o lto n  Committee by 
th e  ICA i t  was s t a t e d  t h a t  one o f  th e  commonest s i t u a t i o n s  v 
e n c o u n te re d  by p r o f e s s io n a l  a c c o u n ta n ts  i n  t h e i r  c a p a c i ty  as  
c o n s u l t a n t s  i s  t h a t  o f  th e  sm all f irm  whose ex p an sio n  h a s  r e s u l t e d  
i n  i t s  o u tg ro w in g  th e  management s k i l l s  and e x p e r ie n c e  a v a i l a b le
*
As a  r e s u l t  o f  a c c u ra te  management in fo rm a tio n  b e in g  p ro v id e d , 
i t  i s  p o s s i b l e  t h a t  e x i s t in g  management re s o u rc e s  w i l l  be  u sed  
m ore e f f e c t i v e l y  b ecau se  th e  a t t e n t i o n  o f  management w i l l  be  
d i r e c t e d  t o  key  a re a s  o f  th e  b u s in e s s .
W oodruff and A lexander u n d e rto o k  a  co m p ara tiv e  s tu d y  o f  s u c c e s s fu l  
and u n s u c c e s s f u l  sm all m a n u fa c tu r in g  f irm s  in  th e  U .S .A ., and th e y  
fo und  t h a t  in a d e q u a te  o r  m is le a d in g  f i n a n c i a l  r e c o rd s  p ro b a b ly  
cau sed  m ore t r o u b l e  th a n  any o th e r  e r r o r  o f  m anagem ent.
See t V /oodruff, A. M. & A lex an d er, T. G. (1 9 5 8 ) . S u ccess  and
f a i l u r e  in  sm all m a n u fa c tu r in g . U n iv e r s i ty  o f  P i t t s b u r g ,  P a .
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to  i t . ( ^ ^  ) A ll to o  o f te n  i t  i s  n o t  u n t i l  a  firm  h as  g o t i n t o  
s e r io u s  d i f f i c u l t i e s  t h a t  i t  r e a l i s e s  i t s  i n a b i l i t y  to  c o n tin u e  
w ith o u t o u ts id e  h e lp .  T h e re fo re , b e fo re  t h i s  t y p i c a l  and 
c r i t i c a l  s ta g e  in  th e  l i f e  o f  an expan d in g  b u t s t i l l  sm all 
b u s in e s s  i s  re a c h e d , o u ts id e  a d v iso ry  s e r v ic e s  such  a s  manage­
m ent c o n su lta n c y  co u ld  o f te n  be o f  th e  g r e a t e s t  v a lu e .
L im ite d  management c a p a c i ty  o r  r e s o u rc e s  in  th e  a r e a  o f
f i n a n c i a l  management i s  e x e m p lif ie d  by a  la c k  o f  b a s ic
a c c o u n tin g  know ledge, i n s u f f i c i e n t  e x p e r t i s e  to  i n s t a l l  monthly^'
management a c c o u n tin g  system s and to  t h e r e a f t e r  m a in ta in  them .
From th e  P r i n t i n g  I n d u s t ry  Survey i t  was seen  t h a t  q u i te  a  number
o f  f irm s  h ad  tu rn e d  t h e i r  a t t e n t i o n  to  th e  s o lv in g  o f  t h i s
p rob lem , e s p e c i a l l y  th e  in d e p en d e n t f irm s  v i s i t e d  w hich w ere
known to  have  r e c e iv e d  a s s i s t a n c e  w ith  a p p l ic a t io n s  f o r  o u ts id e
f in a n c e .  F u r th e r ,  p r a c t i c a l l y  a l l  th o s e  o b ta in in g  a  s t r e n g th e n in g
i n  th e  f i n a n c i a l  management and a d m in is t r a t io n  a r e a  had s in g le d
o u t th e  a d o p tio n  o f  f i n a n c i a l  p la n n in g  te c h n iq u e s  and th e
*
i n s t a l l a t i o n  o f  management a c c o u n tin g  sy s te m s . Whenever a  
sm all f i rm  o b ta in s  o u ts id e  s e r v ic e s  o f  t h i s  n a tu r e ,  th e  p r o v id e r  
i s  o f f e r i n g  th e  in d iv id u a l  o r g a n is a t io n  n e ed in g  h e lp  what Hyman 
h a s  d e s c r ib e d  a s  a  * d i s t i l l a t i o n  o f  knowledge* accum ula ted  from
(12)a  number o f  o th e r  o r g a n is a t i o n s .  T h e re fo re  th e  u s e  o f
o u ts id e  s e r v ic e s  i s  one answ er to  th e  problem  o f  th e r e  b e in g  
no r e s e r v e  o f  m a n a g e ria l manpower w hich can be  u sed  to  b o th  
i d e n t i f y  and o f f e r  s o lu t io n s  to  p a r t i c u l a r  p roblem s f a c in g  a
The in d e p e n d e n t f irm  t h a t  was th e  e x c e p tio n  c la im ed  t h a t  
a d e q u a te  e x p e r t i s e  had  alw ays been  p o s se s s e d  in  th e  f i n a n c i a l  
management and a d m in is t r a t io n  a r e a .
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sm a ll b u s in e s s  f i rm .
In  c o n t r a s t ,  th e  l a r g e  b u s in e s s  f irm  may c a r r y  s u rp lu s  management 
r e s o u rc e s  i n  p e r io d s  o f  economic ex p an s io n , o r  p r i o r  to  em bark ing  
upon a  c o u rse  o f  e x p an s io n , o r  a s  a  r e s u l t  o f  s e t t i n g  up group 
management s e r v i c e s .  I n  th e  c a se  o f  th e  l a t t e r ,  how ever, even th ough  
a  w ide ra n g e  o f  management s e r v ic e s  may be a v a i l a b l e  -  e .g .  r e g io n a l  
com puter c e n t r e s ,  com puter c o n s u l t in g  s e r v ic e s ,  g roup t r a i n i n g  c e n t r e ,  
c e n t r a l  p e rs o n n e l r e l a t i o n s  d e p a r tm e n t, c e n t r a l  p r o d u c t iv i ty  s e r v ic e  
d e p a r tm e n t, g roup management p la n n in g  u n i t  -  th e  l a r g e  b u s in e s s  f irm  
may s t i l l  go o u ts id e  f o r  v e ry  s p e c i a l i s e d  s e r v ic e s .  F o r exam ple, 
management c o n su lta n c y  f irm s  such  a s  A rth u r  A ndersen co u ld  be 
employed on a p p r a is in g  w o rld -w id e  a c c o u n tin g  sy s te m s , M cKinsey on 
d i s t r i b u t i o n  p ro b lem s, o r  Urwick O rr on o p e r a t io n a l  p ro b lem s. The 
t o p i c  o f  s u ^ l u s  management r e s o u rc e s  i n  th e  l a r g e  b u s in e s s  f i r m ,
( 13 )nam ely ' o r g a n i s a t i o n a l  s la c k * , h a s  been  d is c u s s e d  by C ÿ ert & M arch. '  '
From th e  f ie ld w o rk  on th e  in f lu e n c e d  u s e r s  i t  was seen  t h a t  th e
u s e  o f  o u ts id e  s e r v ic e s  can g iv e  th e  u s e r  f irm  a c c e s s  to  c e r t a i n
r e s o u rc e s  e i t h e r  p e rm a n en tly , f o r  in s t a n c e  when an a c c o u n tin g  o r
com puter b u reau  i s  u se d  f o r  th e  p r e p a r a t io n  o f  m onth ly  management
in fo r m a t io n ,  o r  on a  tem p o rary  b a s i s  when th e  u s e r  see k s  a s s i s t a n c e
w ith  th e  s o lv in g  o f  p a r t i c u l a r  t e c h n ic a l  o r  p ro d u c tio n  p ro b le m s, e . g . ,
#
u s in g  th e  BPIP T e c h n ic a l A dvisory  S e rv ic e , s e r v ic e s  o f f e r e d  by PIRA.
* S im i la r ly ,  i t  was shown i n  th e  s tu d y  o f  th e  P ro v id e r s  and 
U se rs  t h a t  th e  management c a p a c i ty  o f  th e  sm a ll f irm  can be 
in c r e a s e d  when, f o r  in s t a n c e ,  i t  h a s  a c c e s s  to  s p e c i a l i s t  
management r e s o u rc e s  i n  a re a s  such  a s  management a c c o u n tin g  
and  work s tu d y . T h is  w i l l  o c c u r  when a  sm a ll f irm  o b ta in s  s e r v ic e s  
from  a  p r o v id e r  b ecau se  th e r e  i s  i n s u f f i c i e n t  work a v a i l a b l e  
t o  j u s t i f y  m aking a  f u l l - t i m e  ap p o in tm en t i n  a  c e r t a i n  a r e a .
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I t  h a s  been  argued  by P en ro se  t h a t  th e  c a p a c i ty  o f  th e  
e x i s t i n g  m a n a g e ria l p e rso n n e l o f  th e  f irm  n e c e s s a r i l y  s e t  a 
l i m i t  to  th e  exp an sio n  o f  t h a t  f irm  in  any g iv e n  p e r io d  o f  
t im e .( ^ ^ )  The f ie ld w o rk  on th e  in f lu e n c e d  u s e r s  r e v e a le d  t h a t  
t h e  in d e p e n d e n t p r in t i n g  f irm s  had u sed  more o u ts id e  s e r v ic e s  
and t h a t  n e a r ly  a l l  o f  them th o u g h t t h a t  th e  same amount o f  
g row th  w ould n o t  have been  a ch ie v e d  i f  th e s e  o u ts id e  s e r v ic e s  
had  n o t been  u s e d . In  c o n t r a s t ,  th e  p r i n t i n g  f irm s  which w ere 
g roup  members had  u sed  l e s s ,  m a in ly  b e ca u se  s e r v ic e s  w ere 
a v a i l a b l e  a t  group l e v e l  and th e y  c o n s id e re d  t h a t  th e  same 
amount o f  g row th  would have been  a c h ie v e d  i f  th e  o u ts id e  
s e r v ic e s  had  n o t  been u se d . T here  i s ,  t h e r e f o r e ,  some ev id en ce  
to  su g g e s t t h a t  in  th e  c a se  o f  in d e p e n d e n t m ed ium -sized  p r i n t i n g  
f i r m s ,  o r  f i r m s  b o rd e r in g  on t h i s  s i z e  ra n g e , m a n a g e ria l 
c a p a c i ty  can  b e  in c re a s e d  by u s in g  o u ts id e  s e r v i c e s ,  and t h a t  
t h i s  i n c r e a s e  can p ro v e  to  be a  f a c t o r  in f lu e n c in g  g row th .
One f in d in g  em erging from  th e  f ie ld w o rk  s tu d ie s  on th e  
p r i n t i n g  f i rm s  was t h a t  a  s i z e  w here 100 p e rso n s  o r  l e s s  a r e  
em ployed r e p r e s e n te d  th e  e x p ec te d  l i m i t  to  g ro w th , w ith  th e  
m ost f r e q u e n t ly  g iv en  re a so n  f o r  t h i s  l i m i t  b e in g  th e  
m a in te n an c e  o f  p e rs o n a l management c o n t r o l .  T h is  f in d in g  
t h e r e f o r e  s u p p o r ts  th e  argum ent f o r  a d o p tin g  a * s ta y  sm all*
( 15)s t r a t e g y  and s to p p in g  g row th  s h o r t  o f  th e  p o in t  t h a t  A rg en ti 
h a s  c a l l e d  th e  * c r i t i c a l  m ass* . The l a t t e r  i s  th e  p o in t  where 
th e  sm a ll f i r m ’ s management b e g in s  to  l o s e  c o n tr o l  u n le s s  a  
fo rm a l m anagement system  i s  in tro d u c e d  to  cope w ith  th e  
s i t u a t i o n  w here management p rob lem s m u l t ip ly  and th e  b u s in e s s  
becomes p r o g r e s s iv e ly  more d i f f i c u l t  to  ru n . A d d itio n a l 
p e rs o n n e l may have to  be employed as  p a r t  o f  th e  f o r m a l i s a t io n  
p r o c e s s ,  management may lo s e  th e  p e rs o n a l  to u c h  w ith  em ployees, 
and th e  f irm  may lo s e  some o f  th e  ad v an ta g e s  a s s o c ia te d  w ith
i t s  p re v io u s  u n o b tru s iv e n e s s .  T h e re fo re , g row th  may be s to p p ed  
by fo r e g o in g  o p p o r tu n i t i e s  -  a s  S tan w o rth  & C u rra n ( ^ ^ ) su g g e s t -  
i f  th e  a s s o c ia t e d  c o s ts  in  s o c ia l  and p s y c h o lo g ic a l  te rm s a p p ea r
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to  be to o  h ig h  , o r  as  C a r te r  & W illiam s m en tio n , d i f f i c u l t i e s
may be e n v isa g e d  i n  c o n n e c tio n  w ith  m oving from  one ty p e  o f  
m a n a g e r ia l s t r u c t u r e  to  a n o th e r ,  na 
span  o f  th e  ow ner’ s d i r e c t  c o n t r o l .
m ely e x te n d in g  beyond th e
(1 7 )
Prom th e  f ie ld w o rk  i t  h as been  p o s s ib le  to  q u a n tify  th e  
n eb u lo u s  ’ c r i t i c a l  m ass’ i n  r e s p e c t  o f  a  p r i n t i n g  f irm , nam ely 
a s i z e  ra n g e  o f  50 to  100 p e rso n s  em ployed. The m ain management 
p rob lem s s in g le d  o u t by th e  re s p o n d e n ts  w ere th o s e  p re v io u s ly  
m en tio n ed  and w hich a r i s e  once ex p an s io n  h as gone beyond 
m anagem ent's  d i r e c t  c o n tr o l  o v e r  th e  b u s in e s s .  The re c o v e ry  
o f  h ig h  o v e rh ead s  r e s u l t i n g  from  th e  employment o f  v e ry  e x p en s iv e  
p r i n t i n g  te c h n o lo g y  a ls o  re c e iv e d  p a r t i c u l a r  m e n tio n . The 
b ig g e s t  in d e p e n d e n t f irm  s t r e s s e d  t h a t  a lth o u g h  th e  p h y s ic a l  
ex p an s io n  o f  th e  b u s in e s s  had  been  l im i t e d ,  management was s t i l l  
i n t e n t  upon a c h ie v in g  g row th  i n  te im s  o f  in c r e a s e d  tu rn o v e r  
and p r o f i t s  by o b ta in in g  m ore e f f i c i e n c y  in  th e  form o f  b e t t e r  
u t i l i s a t i o n  o f  e x i s t i n g  r e s o u rc e s  and in c r e a s e d  p r o d u c t iv i ty .  
F u r th e r ,  t h r e e  re sp o n d e n ts  made th e  same s u g g e s tio n  t h a t  a  u n i t  
s i z e  o f  ab o u t 50 em ployees may f a r e  b e t t e r  i n  th e  f u tu r e  i n  
r e s p e c t  o f  m a n a g e a b il i ty  and r e tu r n  on in v e s tm e n t. T h is  to p ic  
a lo n g  w ith  th e  in v e s tm e n t r e tu r n  p rob lem s o f  p r i n t i n g  f irm s  
em ploying  upw ards o f  100 p e rso n s  co u ld  th e r e f o r e  be re s e a rc h e d  
i n  th e  f u t u r e .
♦
As n o te d  by P e n ro se , i f  th e  ow ner-m anager w ish es  to  
s u b s t i t u t e  l e i s u r e  f o r  work, th e n  e x ce ss  m a n a g e ria l s e r v ic e s  
-  w hich co u ld  be  u sed  up on ex p an sio n  a c t i v i t i e s  -  can 
e a s i l y  be w ithdraw n from th e  f irm .
P e n ro se , E. T. (1959)» o p .c i t . ,  pp . 31 -  42 .
254.
An argum ent p u t fo rw ard  by S tan w o rth  & C urran  based  
on t h e i r  sm a ll f irm  r e s e a r c h  i s  t h a t  once e n tr e p re n e u r s  have 
e s t a b l i s h e d  t h a t  th e y  can m a in ta in  a  h ig h  p r o f i t  g row th  company 
th e y  may come to  r e d e f in e  t h e i r  e n t r e p r e n e u r i a l  r o l e  in  te rm s 
o f  v/hat i s  c a l l e d  a  ’manager* i d e n t i t y .  T h is  i d e n t i t y  c o n s i s t s  
o f  e lem en ts  such as an in c r e a s e d  i n t e r e s t  in  management t r a i n i n g  
and dev elo p m en t, em ployers* o r g a n is a t io n s ,  u s in g  management 
c o n s u l t a n t s ,  a t te m p tin g  to  ta k e  o v e r o th e r  f irm s  o r  m erg ing  
w ith  l a r g e r  ones and even t r y i n g  to  go p u b l ic .  However, S tan w o rth  
& C urran  do n o t  p o in t  o u t c l e a r ly  t h a t  an im p o r ta n t f a c t o r  
i n f lu e n c in g  such  a change i s  t h a t  in c r e a s e d  management p roblem s 
c o n n e c te d  w ith  in c re a s e d  s i z e  sim ply  demand t h a t  such  a change 
b e  made, w ith  p e rh a p s  t h i s  b e in g  why th e  e n tr e p re n e u r  -  o r  even 
t h e  f irm  i t s e l f  i n  th e  case  o f  su cc e ed in g  management g e n e r a t io n s  -  
may move th ro u g h  what th e y  c a l l  th e  * a r t is a n *  and ' c l a s s i c a l  * 
i d e n t i t i e s  i n t o  th e  ’manager* i d e n t i t y .
*
S tan w o rth  & C urran  s tu d ie d  n in e  sm all f irm s  in  d e t a i l  o v e r 
a  p e r io d  o f  abou t s ix  y e a r s .  The sm all sam ple c o n s is te d  o f 
f i v e  f i r s t  g e n e r a t io n  e n tre p re n e u rs  ( t h r e e  in  e l e c t r o n i c s ,  
one i n  p r i n t i n g  and th e  o th e r  in  w ire  p ro d u c ts )  and f o u r  
seco n d  g e n e ra t io n  e n tre p re n e u rs  ( t h r e e  i n  p r i n t i n g  and one i n  
e l e c t r o n i c s ) .  From th e  s tu d y  th ey  s u g g e s te d  t h a t  th e  grow th  
p ro c e s s  -  i n  i t s  s im p l i f i e d  form -  c o n s is te d  o f  th r e e  s ta g e s ,  
w ith  each  s ta g e  b e in g  l in k e d  to  em erging e n t r e p r e n e u r i a l  
i d e n t i t i e s .  The * a r t is a n *  w ants to  g a in  p e rs o n a l  autonomy and 
in d e p en d e n c e  w ith  h i s  work, to  be in  a p o s i t io n  to  p ic k  th e  
p e o p le  he  works w ith , to  tu r n  o u t a good p ro d u c t and to  p ro v id e  
a  p e r s o n a l  s e r v ic e .  L a te r  th e  e n tr e p re n e u r  vd .ll fa c e  p rob lem s 
c o n n e c te d  w ith  management s t r u c t u r e ,  s u c c e s s io n , th e  need  to  
employ s p e c i a l i s t s  and to  a t t a i n  s u s ta in e d  p r o f i t a b i l i t y  -  
t h i s  i s  th e  * c la s s ic a l*  i d e n t i t y .  The ’manager* i d e n t i t y  i s  
when th e  e n tre p re n e u r  v/ants to  be seen  as a f i r s t - r a t e  m anager 
c a p a b le  o f  b u i ld in g  up an e n t e r p r i s e  w hich w i l l  s u rv iv e  i n to  
t h e  n e x t  g e n e r a t io n .
255.
As S tan w o rth  & C urran  had  some p r i n t i n g  f irm s  i n  t h e i r  
sam ple one o r  two o th e r  comments w i l l  he  made. From th e  
P r i n t i n g  I n d u s t r y  Survey i t  i s  a p p a re n t t h a t  i f  a  new f irm  e n te r s  
th e  in d u s t r y  i n  th e  t r a d i t i o n a l  f a s h io n  i t  w i l l  become a u to ­
m a t ic a l ly  w hat th e y  te rm  a s  an 'a r t i s a n *  f i rm . The re a so n  f o r  
t h i s  i s  n o t  s o le ly  what th e y  have a rg u e d , b u t m ore b e ca u se  th e  
s t r u c t u r e  o f  th e  in d u s t r y  i t s e l f ,  th e  more l im i t e d  p r i n t i n g  
te c lin o lo g y  to  be  u se d , m a rk e ts  to  be s e r v ic e d ,  e t c .  c l e a r ly  
d e f in e  th e  o p e r a t in g  l e v e l  o f  t h i s  ty p e  o f  new e n t r a n t .  I f  
su b se q u e n tly  th e  f irm  w an ts  to  g e t  m oving and clim b up a ru n g  
in to  th e  n e x t  s i z e  ra n g e  , th e n  i t  h a s  to  adopt a  d i f f e r e n t  
ap p ro ach  to  cope w ith  m ore management p ro b lem s, more c o m p lic a te d  
te ch n o lo g y  and d i f f e r e n t  s e c to r s  o f  th e  p r i n t  m ark e t to  be s e r v ic e d .  
T h e re fo re , a  g e n e ra l  th e o ry  o f  d i f f e r e n t  e n t r e p r e n e u r i a l  
i d e n t i t i e s  em erg ing  d u r in g  o r  a f t e r  grow th  does n o t  a p p ea r to  
be c o m p le te ly  sound when, f o r  in s t a n c e ,  grow th  can  o c c u r  o n ly  
a f t e r  th e  i d e n t i t y  ( o r  ap p ro ach ) h as  f i r s t  been changed . A lso , 
i t  i s  p o s s ib le  t h a t  a  new p r i n t i n g  f irm  may p o s s e s s
s u b s t a n t i a l  e lem en ts  o f  a l l  th r e e  e n t r e p r e n e u r ia l  i d e n t i t i e s  
a t  th e  p r e c i s e  tim e  i t  i s  founded , e . g . ,  f ie ld w o rk  Firm  
149 w hich e n te r e d  th e  in d u s t r y  on a much h ig h e r  l e v e l  in  te rm s  
o f  num bers em ployed, te ch n o lo g y  u se d , m ark e ts  s e r v ic e d  and 
s a le s  tu r n o v e r .
( i s )S a d le r  & B a r ry ' '  i n  t h e i r  o r g a n is a t io n a l  s tu d y  o f  medium­
s iz e d  and l a r g e  p r i n t i n g  f irm s  make th e  s u g g e s tio n  t h a t  th e  lo n g e r  
term  s u r v iv a l  o f  many sm a ll and m ed ium -sized  p r i n t i n g  f irm s  w i l l  
be c o n t in g e n t  on t h e i r  g ro u p in g  to g e th e r  i n  a s s o c i a t i o n s ,  e i t h e r  
by m erg e r o r  by l e s s  d r a s t i c  m ethods, such  a s  th e  s h a r in g  o f  
c o n su lta n c y  s e r v ic e s .  In  th e  c a se  o f  th e  fo rm er s t r a t e g y ,  and as  
S a d le r  & B a rry  do p o in t  o u t ,  th e  g roup o r  e n la rg e d  group  so 
form ed w i l l  o b v io u s ly  be m ore a b le  to  su p p o rt th e  k in d  o f  s p e c i a l ­
i s e d  a c t i v i t i e s  ( o r  s e r v ic e s )  needed  i n  a re a s  such  as  m a rk e tin g , 
p e r s o n n e l ,  p u rc h a s in g , e t c .  However, in  th e  c a se  o f  th e  l a t t e r  
-  sh a re d  c o n su lta n c y  s e r v ic e s  -  th e  f in d in g  o f  th e  P r in t i n g  
In d u s t ry  S urvey  i n  r e s p e c t  o f  th e  in d e p en d e n t f irm s  and th e  way i n  
w hich th e y  u se d  o u ts id e  s e r v ic e s  shows th a t  th e r e  i s  an a l t e r n a t i v e  
way o f  t a c k l i n g  th e  p rob lem . A lso , t h i s  can be done w ith o u t re c o u rs e
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to  th e  fo rm a tio n  o f  some k in d  o f a s s o c i a t i o n ,  c o - o p e r a t iv e  o r  
c o a l i t i o n  -  and i n c i d e n t a l l y ,  such an a rran g em en t was n o t f u l l y  
d e s c r ib e d  by S a d le r  & B ariy  -  which may be d i f f i c u l t  to  form  
a g a in s t  th e  background  o f  th e  i n d u s t r y ’ s l e v e l  o f  c o m p e ti t io n . 
M oreover, B a v id so n tl^ )  m en tioned  t h a t  sh a re d  c o n su lta n c y  
s e r v ic e s  may w e ll f a l l  down when p rob lem s a r e  o f  an in d iv id u a l  
n a tu r e  su ch  as  th e  fo rm u la t io n  o f c o rp o ra te  s t r a t e g y .
A f u r t h e r  p o in t  to  be made co n ce rn s  o b ta in in g  a d v ic e  i n  
th e  m a rk e tin g  f i e l d  from an o u ts id e  s o u rc e . T h ere  a r e  many 
p rob lem s r e l a t e d  to  t h i s ,  c h ie f ly  b e ca u se  jo b b in g  work predom i­
n a te s  and many f irm s  sim ply  meet th e  re q u ire m e n ts  o f  
c u s to m ers , i . e . ,  th e y  do n o t c r e a te  th e  demand f o r  t h e i r  ov/n 
s e r v ic e s  l i k e ,  f o r  exam ple, th e  m a n u fa c tu re r  o f  games o r  p la y in g  
c a r d s .*  M oreover, i f  m a rk e tin g  a d v ic e  was to  become more 
a v a i l a b l e  i t  i s  by no means c e r t a in  t h a t  i t  would a lw ays be 
th e r e ,  a s  th e  p r o v id e r  may c ro s s  o v e r  and p u t i n to  p r a c t i c e  h i s  
own id e a s .  A s i t u a t i o n  such as t h i s ,  b u t a p p l ie d  to  th e  m o to r 
t r a d e ,  was m en tio n ed  by one o f  th e  f irm s  v i s i t e d  i n  c o n n e c tio n  
w ith  th e  s tu d y  on P ro v id e r s  and U se rs , nam ely f irm  U /2 .
One c o n c lu s io n  to  emerge from th e  a n a ly s i s  o f  th e  P r i n t i n g  
In d u s t r y  Survey d a ta  was t h a t  th e  m ost im p o r ta n t f a c t o r  
c o n t r ib u t in g  to  an in c r e a s e d  s a le s  tu r n o v e r  was ju d g ed  by th e  
re s p o n d e n ts  to  be  more in t e n s iv e  s e l l i n g  a c t i v i t i e s  and th e  
a c q u i s i t i o n  o f  new p r i n t  a c c o u n ts . T h is  a c t i v i t y  t i e s  i n  w ith  
what M e r re t t  C y riax  A ss o c ia te s  found  in  t h e i r  s tu d y , nam ely 
t h a t  m a rk e tin g  a c t i v i t i e s  i n  th e  form  o f  new p ro d u c ts  and e n try  
i n t o  new m a rk e ts  was b eh in d  g ro w th .*  They found  t h a t  e x c e p t io n a l  
g row th  came from  new p ro d u c ts ,  e n try  in to  new m ark e ts  and 
im proved m ark e t s h a re , w ith  th e s e  b e in g  a s s o c ia te d  v /ith  s u p e r io r  
management c a p a b i l i t y .  In . th e  p r i n t i n g  s tu d y  i t  was a ls o
* The p r i n t i n g  in d u s t r y  i s  n o t one t h a t  le n d s  i t s e l f  e a s i l y  to  
th e  te c h n iq u e s  o f  mass p ro d u c tio n .
* The sample  c o n s i s t e d  o f  97 m a n u f a c tu r in g  f i r m s  ( o f  which 23 
were t h o u g h t  t o  be f a s t  g ro w e rs ) ,  67 r e t a i l  f i r m s  (8 f a s t  
g r o w e r s ) ,  26 c o n s t r u c t i o n  f i r m s  (4 f a s t  g r o w e rs ) ,  60 motor  
t r a d e  f i r m s  (16 f a s t  g ro w e r s ) ,  and 70 w h o le s a l e  f i r m s  (22 
f a s t  g r o w e r s ) .  P a s t  g rowers  showed more t h a n  a 90 p e r  cen t  
growth  o f  t u r n o v e r  i n  t h e  s e v e n - y e a r  p e r i o d  rev iew ed .
See T a b le  4 .1  on p . 30 o f th e  M e r re t t  C y riax  R esearch  R ep o r t.
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seen  t h a t  w ith  th e  e ig h t  b e s t  g row ers (70  -  I 70 p e r  c e n t cu m u la tiv e  
in c r e a s e  in  s a le s  tu rn o v e r  o v e r th e  th r e e - y e a r  p e r io d  s tu d ie d )  
more i n t e n s iv e  s e l l i n g ,  e t c . , was th o u g h t to  be  th e  m ost im p o r ta n t 
f a c t o r  c o n t r ib u t in g  to  an in c r e a s e d  s a l e s  tu rn o v e r .
In  an e a r l i e r  p a r t  o f  t h i s  c h a p te r  th e  grow th  p erfo rm an ce  
o f  th e  th r e e  d i f f e r e n t  ty p e s  o f  u s e r  p r i n t i n g  f irm s  was d is c u s s e d ,  
and i t  was s t a t e d  t h a t  i t  was n o t  known f o r  c e r t a i n  i n  th e  g r e a t  
m a jo r i ty  o f  c a se s  w h e th er o r  n o t a l l  c o s t  in c r e a s e s  w ere p a sse d  
on in  p r i c e s  ch arg ed  to  c u s to m ers . The f i e l d  v i s i t s  re v e a le d  
t h a t  t h e r e  was some d i f f i c u l t y  in  d o in g  so , w ith  t h i s  co n firm in g  
what h a s  been  s a id  by o th e r  r e s e a r c h e r s  i n  th e  p a s t .  F o r exam ple, 
M e r re t t  C y riax  A ss o c ia te s  p o in te d  o u t th e  d i f f i c u l t y  w hich sm all 
f i r m s , i n  a  h ig h ly  c o m p e ti t iv e  s i t u a t i o n  w ith  s m a l le r  m arke t 
s h a r e s ,  have in  p a s s in g  on h ig h e r  la b o u r  c o s t s .
One o th e r  f in d in g  from th e  P r i n t i n g  In d u s try  Survey was 
t h a t  th e  f irm s  v i s i t e d  w ere e q u a lly  d iv id e d  on fa v o u ra b le  and 
u n fa v o u ra b le  comments on th e  e f f e c t iv e n e s s  o f  th e  s e r v ic e s  
p ro v id e d  by th e  PPITB. Comments s i m i l a r  to  th e  l a t t e r  k in d  
w ere made by th e  BPIF in  i t s  ev id en ce  to  th e  B o lto n  Com m ittee, 
and a ls o  by re sp o n d e n ts  in  th e  Golby & Jo h n s su rv e y , nam ely 
t h a t  i n d u s t r i a l  t r a i n i n g  was re g a rd e d  l a r g e ly  as  to o  ex p en s iv e  
o r  i n e f f e c t i v e  f o r  th e  s m a l le r  f irm .
F in a l ly ,  i n  h i s  s tu d y  o f  p r i v a t e  com panies w ith  few er th a n  
500 em ployees o p e ra t in g  in  v a r io u s  s e c to r s  o f  e n g in e e r in g  and 
h o s ie r y  and k n itw e a r , B osw ell c o n s id e re d  t h a t  in  th e  c ase  o f  
th e  group o f f irm s  t h a t  he  c a te g o r is e d  a s  ’young*, a d v ic e  on 
s t r a t e g i e s ,  p la n s  and management e i t h e r  may be  to o  l a t e  b ecau se  
th e  b o s s 's  approach  to  management h a s  been  form ed, o r  in a p p r o p r ia te  
i n  c o n n e c tio n  w ith  th e  a d o p tio n  o f  management te c h n iq u e s  b e ca u se  
th e  f irm  was s t i l l  in  th e  lo w er f o o t h i l l s  o f  co m p lex ity  and
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s i z e .  The r e le v a n t  f in d in g  o f  th e  f ie ld w o rk  -  th e  r e l a t i o n s h i p
betw een s i z e  and th e  u s e  o f  o u ts id e  s e r v ic e s  -  i s  c o n s i s t e n t
w ith  th e  l a t t e r ,  a lth o u g h  i t  i s  assum ed t h a t  B osw ell was
r e f e r r i n g  to  v e ry  sm all f i r m s .*  B osw ell su g g e s te d  t h a t  a d v ic e
on r e l a t i o n s  w ith  th e  b a f f l i n g  w orld  o f  o f f ic ia ld o m  c o u ld  be
( 21 )u s e f u l  to  many businessm en  i n  th e  e a r ly  s ta g e s .  '  '  However,
i t  can be s a id  now th a t  h e lp f u l  g e n e ra l  a d v ic e  and in fo rm a t io n  
may be  needed  beyond th e  e a r ly  s t a g e s ,  e s p e c ia l l y  in  th e  c a se  
o f  th e  in d e p e n d e n t f irm .
SUMMARY OP MAIN CONCLUSIONS
As a  r e s u l t  o f  u n d e r ta k in g  th e  P r i n t i n g  In d u s t r y  Survey i t  was 
found  t h a t  t h e r e  was a  r e l a t i o n s h i p  betw een s i z e  and th e  n eed  to  u se  
o u ts id e  s e r v i c e s ,  i . e . , th e  u se  o f  o u ts id e  s e r v ic e s  d id  n o t ap p ly  
a l l  t h a t  much u n t i l  th e  sm a ll f irm  had  re a c h e d  a  c e r t a i n  s ta g e  i n  
i t s  g row th , nam ely a  p o in t  w here ab o u t tw e n ty - f iv e  p e rso n s  
a r e  em ployed. T h e re fo re  i n  th e  c a se  o f  th e  p r i n t i n g  in d u s t r y  l a r g e r  
sm a ll and m ed ium -sized  f irm s  w i l l  n e ed  to  u se  o u ts id e  s e r v i c e s .  Such 
f irm s  w ere fo und  to  u s e  more and a  w id e r  v a r i e ty  o f  o u ts id e  s e r v ic e s ,  
w ith  more management a r e a s  b e in g  s t r e n g th e n e d  a s  a  r e s u l t .  F u r th e r ,  
i n  th e  c a se  o f  an in d e p en d e n t f irm  o u ts id e  s e r v ic e s  m ost l i k e l y  w i l l  
be n eed ed  and u sed  u n t i l  th e  f irm  h a s  grown l a r g e  enough to  s u s ta in  
i n t e r n a l l y  any r e q u ir e d  management s e r v ic e s  and s p e c i a l i s t  management 
r e s o u rc e s  i n  a r e a s  such  a s  p e r s o n n e l ,  a c c o u n tin g  and work s tu d y .
The sm all b u s in e s s  f irm  th e r e f o r e  n e ed s  a c c e s s  to  c e r t a i n  management 
r e s o u r c e s ,  p e rm an en tly  i n  th e  c a se  o f  o b ta in in g  some s e r v ic e s  from a 
com puter b u re a u , on a  te m p o r a r y 'b a s is  w ith , th e  s o lv in g  o f  s p e c i f i c  
t e c h n i c a l  p ro b lem s, o r  w here t h e r e  i s  i n s u f f i c i e n t  work a v a i l a b l e  to  
j u s t i f y  m aking a  f u l l - t i m e  ap p o in tm en t i n  a  p a r t i c u l a r  a r e a  o f  
f u n c t io n a l  m anagem ent.
* The f i rm s  w ere lo c a te d  m a in ly  in  th e  E a s t M idlands and th e y  
c o n s is te d  o f  44 f irm s  in  th e  e n g in e e r in g  s e c to r s  and 20 f irm s  i n  
h o s ie r y  and k n itw e a r .
+ B osw ell d id  n o t i n  f a c t  q u a n t i fy  i n  te rm s o f  num bers em ployed o r  
tu rn o v e r  what he  m eant by 'lo w e t  f o o t h i l l s  o f  co m p lex ity  and s i z e ' .
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I t  was a ls o  found t h a t  i f  a sm all f irm  i s  a  member o f  a  
group o f  com panies o u ts id e  s e r v ic e s  may s t i l l  be  u se d , b u t to  
a l e s s e r  e x te n t  b e ca u se  o f  th e  a v a i l a b i l i t y  o f  group management 
s e r v ic e s .  However, i f  c e r t a i n  s e r v ic e s  a re  n o t  p ro v id e d  a t  th e  
group l e v e l ,  th e n  th e  f irm  w i l l  o b ta in  them from  an o u ts id e  
so u rc e , e . g . , s p e c ia l i s e d  management c o n su lta n c y , th e  d e v is in g  
o f  management developm ent program m es.
The r e s e a r c h e r 's  m ain argum ent t h a t  th e  u s e  o f  o u ts id e  
s e r v ic e s  can be  a  f a c t o r  in f lu e n c in g  th e  grow th  o f  sm all 
b u s in e s s  f irm s  h a s  been  proved  in  r e s p e c t  o f  th e  s m a l le r  
in d e p e n d e n t p r i n t i n g  f irm , and to  a l e s s e r  e x te n t  v rith  th e  
g roup members and m o to r t r a d e r s .  The o v e r a l l  p a t t e r n  which 
h as  t h e r e f o r e  emerged from th e  re s e a rc h  i s  as fo llo w s  *
a  num ber o f  management p roblem s may 
o c cu r a t  a  p a r t i c u l a r  s ta g e  in  th e  
grow th o f  th e  sm all b u s in e s s  f irm
th e r e  may be l im i te d  management 
c a p a c i ty  o r  re s o u rc e s  a v a i l a b le  to  
t a c k l e  th e s e  p rob lem s, h en ce  th e  
need  to  u se  o u ts id e  s e r v ic e s  to  f i l l -  
in  th e  d e f i c i e n c ie s  o f  th e  p r o p r i e to r s  
o r  m anagers
th e  e x te n t  o f  u se  w i l l  depend upon th e  
s t a t u s  o f  th e  sm all b u s in e s s  f irm  -  
more w i l l  be u sed  by in d e p e n d e n ts  -  
and th e  q u a l i f i c a t i o n s  and management 
e x p e r ie n c e  o f  th e  in d iv id u a l  o r  
p e rso n s  ru n n in g  th e  b u s in e s s
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f th e  u se  o f  o u ts id e  s e r v ic e s  may in c r e a s e  
m a n a g e ria l c a p a c i ty  a n d /o r  s t r e n g th e n  
maJiagenent
# th e  u s e  o f  o u ts id e  s e r v ic e s  can p ro v e  
to  be a  f a c t o r  in f lu e n c in g  g ro w th .
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A p p e n d i x  1 . 1  * T y p e s  o f  O r g a n i s a t i o n  P r o v i d i n g  O u t s i d e  S e r v i c e s
CONSULTANTS In c lu d ed  in  t h i s  c a te g o ry  a re  management c o n s u lta n ts ,
re c ru itm e n t c o n s u l ta n ts ,  te c h n ic a l  c o n s u lta n ts ,  re s e a rc h  a s s o c ia t io n s ,  
e d u c a tio n a l e s ta b lish m e n ts  o f f e r in g  c o n su ltan c y , p r a c t i s in g  acco u n tan ts  
and s o l i c i t o r s ,  and b u s in e s s  firm s o f f e r in g  co n su ltan cy  and adv ice  as  a 
p a r t  o f s e l l i n g  p ro d u c ts  a n d /o r s e r v ic e s .
Management, R ec ru itm en t and T e c h n ic a l C o n su lta n ts
Management c o n s u lta n ts  o p e ra tin g  i n  th e  sm all firm  s e c to r  a re  
f r e q u e n t ly  concerned w ith  making th e  b e s t  u se  o f e x is t in g  manage­
ment r e s o u rc e s . I n  th e  case  o f  an owner-managing d i r e c to r ,  fo r  
example, a l l  th e  ex ec u tiv e  a u th o r i ty  i s  l i k e l y  to  be  v e s te d  i n  
t h i s  perso n  and a cco rd in g ly  th e  management c o n su lta n t w i l l  be  
i n t e r e s t e d  i n  e x p lo it in g  e x is t in g  t a l e n t s  to  th e  b e s t  advan tage . 
T h e re fo re  a  l o t  o f th e  work te n d s  to  be  ed u ca tio n a l i n  n a tu re  and 
i t  i s  o f te n  connected  w ith  acco u n tin g , o f f ic e  o rg a n is a tio n  and 
ex ec u tiv e  t r a in in g .
In c re a s in g ly  management co n su ltan cy  i s  o ffe re d  to  sm all f irm s  on 
a  p a r t- t im e  b a s i s  in  o rd e r to  reduce  c o s t s .  T h e re fo re  problem­
s o lv in g  s e rv ic e s  can be ob ta in ed  and p a id  f o r  whenever r e q u ire d . 
A lso management s e rv ic e s  such as management acco u n tin g  and work 
s tu d y  -  where th e  employment o f f u l l - t im e  s p e c i a l i s t  i s  no t 
j u s t i f i e d  — can be o b ta ined  whenever th e  need a r i s e s .
Some management c o n s u lta n ts  o f f e r  ta i lo r-m a d e  s p e c i a l i s t  a d v iso ry  
S e rv ic e s  developed from s p e c ia l i s in g  in  one in d u s try  o r i n  th e  
sm a lle r  f irm *  s e c to r ,  w ith  th e s e  s e rv ic e s  b e in g  m ain ta in ed  to  
p roduce management in fo rm a tio n  and a lso  to  o f f e r  a d v iso ry  s e rv ic e s  
on g e n e ra l management problem s
* The * sm a lle r  firm * i s  th e  c o l le c t iv e  of th e  sm all and m edium -sized 
f i rm .
265.
Management c o n s u lta n ts  w i l l  i n  some case s  accep t permanent 
p a r t - t im e  in  —company ap p o in tm e n ts  d is c h a rg in g  g e n e ra l  m a n a g e r ia l , 
company s e c r e t a r i a l ,  f i n a n c i a l  o r  e x p o rt a d m in is t r a t io n  d u t i e s .
A lso , a  c o n s u l ta n t  can a t t e n d  d i r e c t o r s '  m ee tin g s  i n  an a d v iso ry  
c a p a c i ty .
I t  has been  an o rd in a ry  occu rren ce  f o r  firm s  o f management 
c o n su lta n ts  to  d iv e r s i f y  t h e i r  a c t i v i t i e s  in to  re c ru itm e n t c o n su lt­
ancy, w ith  th e  im petus to  do so sometimes coming from a  c l i e n t :  ’You
came up w ith th e  s o lu t io n ,  now f in d  someone to  implement i t * .
. I t  i s  p o s s ib l e  a l s o  to  u s e  th e  re c ru i tm e n t  c o n s u l ta n t  to  
han d le  th e  p e rso n n e l fu n c tio n  o f r e c r u i t i n g  management o r p ro fe s s io n a l  
s t a f f  f o r  th e  s m a lle r  f irm , e s p e c ia l ly  b e a r in g  in  mind th a t  an 
u n su cc e ss fu l appoin tm ent can o f te n  r e s u l t  i n  th e  sm all firm  in c u r r in g  
c o s ts  — stemming, say , from th e  new r e c r u i t* s  in e f f e c t iv e  d e c is io n -  
ta k in g  -  w hich u n l ik e  th e  l a r g e r  f irm  i t  can n o t e a s i l y  a b so rb . 
A c co rd in g ly  th e  u s e  o f  th e  s e r v ic e s  o f f e r e d  by th e  re c ru i tm e n t  
c o n s u l ta n t  r e p r e s e n t s  a way o f  l e s s e n in g  th e  chances o f  th e  new 
r e c r u i t  b e in g  u n su c c e ss fu l in  th e  p o s i t io n  b e in g  f i l l e d .  I f  th e  
s e rv ic e s  which a re  o b ta in ed  a re  p a r t  o f  a  b ro a d e r  management 
co n su ltan cy  ass ignm en t, th e  c l i e n t  may p o s s ib ly  re c e iv e  adv ice  on 
le v e l s  o f over— o r  under—s ta f f i n g .  I n  some c ircum stances th e  c l i e n t  
w i l l  be ad v ised  t h a t  f o r  rea so n s  o f economy i t  would be unwise to  
enploy  a  perm anent member o f s t a f f ,  and th a t  by employing a  ’tem porary* 
a t c e r ta in  tim es  d u r in g  th e  y e a r  when th e  workload i s  h e a v ie s t  e x t r a  
c o s ts  w il l  n o t b e  in c u r re d .
266.
Scxne re c ru itm e n t c o n s u lta n ts  s p e c ia l i s e  in  c e r ta in  f i e l d s ,  
e .g . ,  management re c ru itm e n t f o r  th e  r e t a i l  m otor t r a d e ,  s a le s  and 
m ark e tin g  appoin tm ents in  p r in t in g ,  and accountancy s t a f f .  O thers 
o p e ra te  i n  w ider f i e l d s  o f  i n d u s t r i a l  a c t i v i t y .  The sm a lle r  firm  
c l i e n t  may be  w e ll-a d v ise d  to  r e t a i n  a  co n su ltan cy  th a t  s p e c ia l i s e s  
i n  a  g iven  f i e l d ,  i . e . ,  one em ploying s t a f f  q u a l i f ie d  i n  b o th  s e le c t io n  
and th e  te c h n ic a l  f i e l d  concerned .
The b e n e f i t s  r e s u l t i n g  frown th e  employment o f re c ru itm e n t 
c o n su lta n ts  a re  th e  sav in g  o f e x ec u tiv e  tim e , o b je c t iv i ty  and a  more 
th o r o u ^  s e le c t io n  p ro ced u re . The l a t t e r  u s u a lly  in c lu d e s  d e f in in g  
le v e l s  o f  r e s p o n s ib i l i ty  and a d v ic e  on th e  n e ce ssa ry  ex p e rien ce , 
p e r s o n a l i ty  f a c to r s ,  s a la ry  l e v e l ,  th e  appeal and m arketing  o f th e  
re c ru itm e n t package ( a d v e r t i s in g  m edia, copy p re p a ra t io n  and c o s t ) ,  
in te rv ie w in g  and s h o r t l i s t i n g .  A nother f e a tu r e  o f th e  tho roughness 
o f th e  s e le c t io n  p rocedure  i s  t h a t  th e  c o n su lta n ts  have access  to  a  
much b ro a d e r range  o f so u rces  o f in fo rm a tio n  on s u i ta b le  c a n d id a te s  
and t h e i r  w hereabouts.
T ech n ica l co n su ltan cy  s e rv ic e s  a re  a v a i la b le  i n  many 
d i f f e r e n t  f i e l d s ,  sometimes b e in g  o ffe re d  as a  p a r t  o f  management 
co n su ltan cy  i n  th e  form o f  s p e c i a l i s t  ad v iso ry  s e rv ic e s , o r as 
p ro b lem -so lv in g  s e rv ic e s  f o r  p ro d u c tio n  co n cern s . An example o f  th e  
form er would be th e  te c h n ic a l  s e rv ic e s  o ffe re d  by th e  firm  o f manage­
ment c o n s u lta n ts  t h a t  i s  th e  s u b je c t  of Case R eport OSF/2. I n  t h i s  
case  th e  te c h n ic a l  d e s ig n  s e rv ic e s  o ffe re d  to  th e  motor t r a d e  
in c lu d ed  th e  p re p a ra t io n  o f re v is e d  la y o u ts  f o r  e x is t in g  p rem ises , 
and th e  d e s ig n  o f new p rem ises in c lu d in g  s p e c i f ic a t io n s  f o r  workshop 
equipment to  be i n s t a l l e d .  P ro b lem -so lv in g  s e rv ic e s  can be  i l l u s t r a t e d  
by u s in g  th e  example o f  a  sm all p r in t in g  firm  re c e iv in g  h e lp  to  so lv e
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p ro d u c tio n  problem s -  f o r  in s ta n c e  in k  d ry in g  problem s -  which cannot 
b e  overcome by u s in g  e x i s t in g  re s o u rc e s , e s p e c ia l ly  i n  c a se s  w here la b  
t e s t i n g  f a c i l i t i e s  a re  re q u ire d .
R esearch  A sso c ia tio n s
There a re  app rox im ate ly  f o r ty  g ra n t-a id e d  re s e a rc h  a s s o c ia t io n s  
i n  B r i t a i n . T h e  fo u r l a r g e s t  -  w ith  approxim ate  annual incom es in  
th e  range £1m. to  £2m. ( c i r c a  1971 ) -  o p e ra te  i n  th e  f i e l d s  o f  p ro d u c tio n  
e n g in e e rin g  (PERA), w eld ing , sh ip , and e l e c t r i c a l  e n g in e e rin g . The 
m a jo r i ty  o f th e  r e s e a rc h  a s s o c ia t io n s  (o v e r tw enty) have an annual 
inccane in  th e  range £0.2m. to  £0 .8m ., w ith  some o f  t h e i r  o p e ra tin g  
f i e l d s  b e in g  c o tto n , p r in t in g  (PIRA), ru b b e r and p l a s t i c s ,  wool, shoe, 
hydrom echanics, tim b e r, machine to o l ,  and in d u s t r i a l  p sychology . The 
s m a lle s t  re s e a rc h  a s s o c ia t io n s  -  th e re  a re  about f i f t e e n  -  have an 
annual income in  th e  ran g e  £20,000 to  £200,000, and th e  o p e ra tin g  
f i e l d s  o f th e se  in c lu d e  g la s s ,  l e a th e r ,  h e a t in g  and v e n t i l a t io n ,  
la u n d e re r s , drop fo rg in g , dy ers  and c le a n e rs ,  s p r in g s , and b ru sh e s .
I n  a d d itio n  to  g ra n ts  th e  income o f  th e  above re s e a rc h  a s s o c ia t io n s  
i s  ob ta ined  from such so u rces  as membership s u b s c r ip t io n s ,  re s e a rc h  
s e rv ic e s  o ffe re d , re s e a rc h  c o n tr a c ts ,  and re s e a rc h  e x p lo i ta t io n  
( in c lu d in g  te c h n o lo g ic a l b ro c k e ra g e ) .
I n  a d d itio n  th e re  a re  about tw enty  n o n -g ra n t-a id e d  c o -o p e ra tiv e  
re s e a rc h  a s s o c ia t io n s  w ith  s u b sc r ib in g  members: th e  annual incom es o f
th e s e  range from as  l i t t l e  as £3,000 to  £1.4®. In c lu d ed  in  t h i s  
c a te g o ry  a re  o rg a n is a tio n s  such as th e  Cement and C oncrete A sso c ia tio n , 
T in  R esearch  I n s t i t u t e ,  Motor In su ra n ce  R epair R esearch  C en tre , B yers 
and C leaners  R esearch  A ss o c ia t io n , Permanent Magnet A sso c ia tio n , and 
th e  M icro su rg ica l In s tru m e n ta tio n  R esearch  A sso c ia tio n .
The la r g e r  independen t c o n tra c t  re s e a rc h  o rg a n is a tio n s  number
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about te n ,  e . g . ,  Huntingdon R esearch  C entre  ( i n t e r e s t s ;  pharm acology, 
to x ic o lo g y  and a p p lie d  b io lo g y ) ,  I n te r n a t io n a l  R esearch  and Develop­
ment Company (m e c h a n ic a l /e le c t r ic a l  en g in ee rin g  and m a te r ia ls  p h y s ic s ) , 
Fulm er O rg a n isa tio n  (p h y s ic s , m e ta llu rg y , p h y s ic a l ch em istry , polymer 
ch em istry , p l a s t i c s  and f i lm s ) ,  R icardo  & Co. (e n g in e e rs  — i n t e r n a l  
com bustion en g in es , com pressors and gas tu r b in e s ) j  and Cambridge 
C o n su ltan ts  ( e le c t r o n ic s ,  p h y s ic s  and system s e n g in e e r in g ) .
T here  a re  a ls o  a  number o f  Government L a b o ra to r ie s  and R esearch 
C en tres  v iiich  a re  in v o lv ed  i n  th e  s a le  o f  re s e a rc h  s e r v ic e s ,  e .g . ,  
H arw ell, Computer Aided D esign C en tre , th e  N a tio n a l E n g in eerin g  
L ab o ra to ry , th e  N a tio n a l P h y s ic a l L ab o ra to ry , Warren S p ring  Labor­
a to ry , and th e  Technology R ep o rts  C en tre  (in fo rm a tio n  s e a rc h e s ) .
L a s t ly , th e  emergence d u r in g  th e  I960s o f th e  U n iv e r s i t ie s  o f 
tech n o lo g y  -  B ath , Essex , Loughborough, S tra th c ly d e , f o r  example -  has 
s tim u la te d  th e  f u r th e r  developm ent o f f a c i l i t i e s  fo r  c o n tra c t  re s e a rc h  
and in d u s t r i a l  co n su ltan cy  in  th e  academic s e c to r .  Some have gone so 
f a r  as to  o rg a n ise  commercial bu reaux  to  s t im u la te  r e l a t i o n s  w ith 
in d u s t r y .  For example, th e  C en tre  f o r  I n d u s t r i a l  In n o v a tio n  a t  th e  
U n iv e rs ity  o f S tra th c ly d e  o f f e r s  p ro je c t  management o f re s e a rc h , 
developm ent, p ro to ty p e  m anufactu re , in v estm en t a p p ra is a l ,  m arketing  
and new p ro d u c t s tu d ie s .  The s e rv ic e s  have been made a v a i la b le  as a  
r e s u l t  o f com bining th e  range o f te c h n o lo g ic a l and b u s in e s s  s k i l l s  i n  
th e  U n iv e rs ity .
I t  i s  th e r e f o r e  apparen t th a t  th e re  a re  numerous so u rces  o f 
te c h n ic a l  and te c h n o lo g ic a l a s s is ta n c e  a v a i la b le  fo r  th e  sm all firm  
s e c to r .  Looking c lo s e ly  a t  one p a r t i c u l a r  in d u s try  -  p r in t in g  -  a 
sm all firm  th a t  i s  a  member o f th e  P r in t in g  I n d u s t r ie s  R esearch  
A sso c ia tio n  (PIRA) can b e n e f i t  by  ( i )  re c e iv in g  a s s is ta n c e  w ith  th e  
s o lv in g  o f narrow er te c h n ic a l  problem s; ( i i )  re c e iv in g  re le v a n t
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f in d in g s  o f lo n g -te rm  re s e a rc h  p r o je c ts  c a r r ie d  out on b e h a lf  o f th e  
in d u s t ry  a s  a  whole; and ( i i i )  u s in g  la b o ra to ry  an d /o r re s e a rc h  
f a c i l i t i e s  whenever needed .
E d u ca tio n a l E s tab lish m en ts
In c lu d ed  i n  t h i s  c a teg o ry  a re  academic i n s t i t u t i o n s  i n  which 
co n su ltan cy  ta k e s  p la c e  on an in d iv id u a l  o r d ep artm en ta l b a s i s .  The 
co n su ltan cy  s e rv ic e s  a re  u s u a l ly  o f f e r e d  to  nearby  in d u s try ,  lo c a l  
government dep artm en ts  and government d ep artm en ts . T r a d i t io n a l ly  
u n iv e r s i t i e s  have had two b a s ic  ta s k s  by  which th e y  have been  judged;
# Q u a lity  and e x te n t o f t h e i r  re s e a rc h  o u tp u t.
# Q u a lity  and q u a n ti ty  of t h e i r  s tu d en t o u tp u t.
However, over th e  y e a rs  s in c e  th e  war th e r e  has been  an in c re a s in g
*
re c o g n itio n  o f  a  t h i r d  c r i t e r io n  :
# The s e rv ic e  th a t  th e  u n iv e r s i ty  must g iv e  to  i t s
( 2)lo c a l  community and to  th e  n a t i o n . '  *
As a  r e s u l t  a  number o f u n iv e r s i t i e s  have o ffe re d  s e rv ic e s  -  a d v ice , 
a n a ly s is  and p ro b lem -so lv in g  c a p a b i l i ty  -  which i n  t o t a l  a re  compre­
h en siv e , b e in g  a v a i la b le  fo r  a  wide ran g e  o f o u ts id e  o rg a n is a t io n s , 
e .g . ,  government d ep artm en ts , p r iv a te  com panies, commercial i n s t i t u t i o n s ,  
f in a n c e  houses and t r a d e  s is so c ia tio n s . A lso , u n iv e r s i t i e s  have c a r r ie d  
out s tu d ie s  i n  fo re ig n  c o u n tr ie s .  The s e rv ic e s  o f fe re d  have proved 
u se fu l b ecause  th e  r e s e a rc h  s e rv ic e s  p rov ided  a re  a d d it io n a l  to ,  and 
d i f f e r e n t  from th o se  p rov ided  by , f o r  example, th e  management c o n su ltan c y  
p ro fe s s io n , and because th e  work re p re s e n ts  a  way i n  vdiich th e  u n iv e r s i ty  
can rep ay  to  th e  community a t la rg e  th e  in c re a s in g  sums which have gone 
in to  acadeo ic  i n s t i t u t i o n s .  A cco rd in g ly  a vd.de ra n g e  o f  f a c i l i t i e s  
a r e  a v a i l a b l e  and th e s e  a r e  p ro v id e d  by o r g a n is a t io n s  such a s  u n i v e r s i t y -  
b a se d  com panies, i n d u s t r i a l  u n i t s  and sm all b u s in e s s  c e n t r e s .
* There i s  n o th in g  com ple te ly  new i n  t h i s  developm ent s in c e  th e  g re a t  
c iv ic  u n iv e r s i t i e s  have always ta k en  .p r id e  i n  p ro v id in g  s e rv ic e s  o f 
t h i s  k in d .
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P r a c t i s i n g  A c c o u n t a n t s
E x clu d in g  norm al a u d it in g  s e rv ic e s  th e re  a re  a  number o f 
accountancy  and a d v iso ry  s e rv ic e s  which can be ob ta in ed  from t h i s  
so u rce , nam ely ;
•  F in a n c ia l  p lan n in g  in c lu d in g  th e  te ch n iq u es  o f p r o f i t  
p la n n in g , cash  flow  fo r e c a s t in g  and c a p i t a l  investm en t 
e v a lu a tio n ,
•  A dvice on new sou rces  o f f in a n c e  and p re p a r in g  an 
a p p l ic a t io n  f o r  o u ts id e  f in a n c e .
•  C a lc u la t io n  o f f in a n c ia l  r a t i o s .
•  A dvice on management acco u n tin g  and b u d g e ta ry  c o n tro l  
sy stem s.
•  A dvice on c o s t in g  and e s tim a tin g  te c h n iq u e s .
•  A d v is in g  on a c q u is i t io n  an d /o r m erger, u n d e rta k in g  
b u s in e s s  a p p ra is a ls  an d /o r company v a lu a t io n .
•  E s ta te  a d m in is tra tio n  and p e rso n a l ta x a t io n  s e r v ic e s .
•  P ro v is io n  o f tem porary  s t a f f ,  e .g . ,  fo r  p a y ro ll  work, 
b o o k -k e e p in g  and th e  p r e p a r a t io n  o f  m onth ly  management
a c c o u n ts .
•  F in a n c ia l  c o u n se llin g  in  th e  a re a  o f f in a n c ia l  management 
and a d m in is tra t io n .
The sm all acco u n tin g  firm , i . e . ,  th e  s o le  p r a c t i t i o n e r  and 
p a r tn e rs h ip s  o f  two to  f iv e  p e rso n s , can o f f e r  a  p e rso n a l s e rv ic e  
to  c l i e n t s ,  a l t h o u ^  th e  accountancy and ad v iso ry  s e rv ic e s  ten d  n o t 
to  be  v e ry  s p e c ia l i s e d .  However, such firm s do have access  to  
p r o f e s s io n a l  a d v is e r  s e rv ic e s  p ro v id ed  by o rg a n is a t io n s  s p e c ia l i s in g  
in  t h i s  f i e l d .  M edium-sized acco u n tin g  firm s  ( e . g . ,  T hornton Bsiker; 
More, S tep h en s; P an n e ll F i tz p a t r ic k )  p ro v id e  com prehensive accountancy
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and ad v iso ry  s e r v ic e s ,  and gdso th e re  i s  a  f a i r l y  easy  access  to  
p a r tn e r s .  I n  a d d i t io n , some o f th e s e  firm s  employ s p e c i a l i s t s  to  
ad v ise  in  o th e r  management a re a s , e . g . ,  g en e ra l management and organ­
i s a t i o n ;  p e rso n n e l management, developm ent and t r a in in g .  The la rg e  
acco un ting  firm s ( e . g . ,  D e lo i t te ,  P r ic e  W aterhouse, Coopers & Lyhrand) 
a re  s im ila r  to  th e  m edium -sized f irm s  i n  term s o f th e  s e rv ic e s  o f fe re d , 
b u t th e re  i s  a  more l im ite d  access  to  p a r tn e r s  because  th e  l a t t e r  a re  
more concerned w ith  i n t e r n a l  a d m in is tra t io n . F or in s ta n c e  a  f irm  such 
as  P r ic e  W aterhouse o p e ra te s  in  about 75 c o u n tr ie s  and employs ap p ro x i­
m ate ly  15,000 p e rso n s  th roughou t th e  w orld .
Small acco u n tin g  firm s -  which dom inate th e  p ro fe s s io n  in  term s
o f numbers -  can supp lem ent t h e i r  own r e s o u rc e s  by c o n s u l t in g  th e  
l a r g e r  firm s on s p e c i a l i s t  m a tte rs  fo r  which th e y  them selves a re  n o t 
te c h n ic a l ly  equipped; by p o o lin g  re so u rc e s  w ith  one o r two sm all 
acco u n tin g  firm s lo c a te d  nearby  ( th u s  form ing a  c o -o p e ra t iv e  o f f e r i n g  
a  more e x te n s iv e  ran g e  o f accountancy a d v iso ry  s e r v ic e s ) ;  o r  by o b ta in in g  
s e rv ic e s  from th e  p ro fe s s io n a l  a d v ise r  company. The l a s t  m entioned 
source  i s  a lso  e x p lo ite d  by m ed ium -sized  and la r g e  f irm s  w henever a 
c l i e n t  demands s p e c ia l i s e d  s e rv ic e s  which cannot be  p ro v id ed  by t h e i r  
s p e c i a l i s t  d ep a rtm en ts .
Examples o f th e  ty p e s  o f s e rv ic e  o ffe re d  by  th e  p ro fe s s io n a l  
a d v is e r  company a re  o v e ra l l  f in a n c ia l  and ta x a t io n  ad v ice  co v erin g  
ta x  avo idance, in v estm en t p lan n in g , p o r t f o l io  a d m in is tra t io n , exchange 
c o n tro l  problem s, p en sio n  p lan n in g , l i f e  a ssu ra n ce , employee rem uner­
a t io n  b e n e f i t s ,  and so on. By u s in g  such s e rv ic e s  th e  sm all acco u n tin g  
firm  can reduce  some o f  th e  p re s su re  caused by  th e  flo o d  of new 
l e g i s l a t i o n  and new developm ents in  th e  f i e l d  o f f in a n c ia l  s e r v ic e s ,  
th e re b y  e n a b lin g  th e  p a r tn e r s  to  c o n c e n tr a te  on what i s  c o n s id e re d  t o
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b e  th e  im p o rtan t ta s k s  fa c in g  th e  p r a c t i c e .  The p ro fe s s io n a l  a d v is e r  
company u s u a lly  employs s p e c i a l i s t s  such as f in a n c ia l  c o n s u lta n ts ,  
a cc o u n ta n ts , law y ers, ex ecu tiv es  from  b o th  th e  in s p e c to ra te  o f ta x e s  
and th e  e s t a t e  d u ty  o f f ic e ,  f in a n c ia l  a n a ly s ts ,  e x p e r ts  i n  sh a re  
o p tio n  and sh a re  in c e n t iv e  schemes, and s p e c i a l i s t s  i n  l i f e  a ssu ran ce  
and p en sio n s .
A ll th e s e  s e rv ic e s  a re  a v a i la b le  to  th e  accoun ting  firm  th a t  
w ishes to  ex tend  th e  range o f ad v ice  o ffe re d  to  i t s  c l i e n t s .  Because 
rem unera tion  i s  on a  fe e  b a s i s ,  th e  ad v ice  -  i t  i s  claim ed -  i s  
o b je c t iv e  a s  th e r e  a re  no commission c o n s id e ra tio n s  i n  th e  b a lan c e  
and p ro d u c ts  a re  recommended based  s o le ly  on t h e i r  s u i t a b i l i t y  f o r  
th e  c l i e n t ’s n eed s . T h e re fo re , s in c e  th e  p r a c t ic e  pays fo r  t h i s  
adv ice  on an h o u rly  b a s i s ,  th e  c o s t to  th e  p r a c t ic e  i s  f a r  l e s s  th a n  
th e  c o s t o f em ploying c e r ta in  s p e c i a l i s t s  f u l l - t im e .
Even though some sm all acco u n tin g  f irm s  do o f f e r  a  com prehensive
range o f s e rv ic e s  i n  one form or a n o th e r , th e re  s t i l l  e x i s t s  d i f f id e n c e
among some o th e r  acco u n tan ts  i n  v e n tu r in g  o u ts id e  th e  s t r i c t  l im i t s  o f
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t h e i r  p ro fe s s io n a l  fu n c tio n  , i . e . ,  e x p lo i t in g  th e  knowledge th a t  th e  
a u d ito r  a c q u ire s  on th e  o p e ra tio n s  (and problem s) o f in d iv id u a l  c l i e n t  
f irm s by o f f e r in g  a d v iso ry  s e rv ic e s  whenever a p p ro p r ia te .  However, i n  
re c e n t y e a rs  th e  sm all acco u n tin g  f irm  has faced  in te n s e  p re s s u re  as a  
r e s u l t  o f changes in  ta x a t io n ,  company law  and in te r n a l  acco u n tin g
For in s ta n c e ,  Kenneth Sharp -  a t  one tim e a  sm a lle r  p r a c t i t i o n e r ,  a  
p a s t  p re s id e n t  o f th e  E n g lish  I n s t i t u t e  o f C hartered  A ccoun tan ts, 
and p re s e n t ly  head o f th e  Government’s acco u n tin g  s e rv ic e s  -  made 
th e  fo llo w in g  comment in  an ad d ress  to  th e  I r i s h  ICA’s co n fe ren ce  
i n  N. I r e la n d :
"T h is  (management acco u n tin g  s e rv ic e s )  i s  p ro b ab ly  th e  b ig g e s t  s in g le  
gap in  th e  \d io le  armoury of ad v ice  su p p lie d  by sm all p r a c t i s in g  firm s 
(up to  4 o r 5 p a r tn e r s )  to  t h e i r  c l i e n t s .  I f  we do no t f i l l  t h i s  gap 
th e r e  a re  many l e s s  d i s in te r e s te d  o rg a n is a tio n s  only to o  w i l l in g  to  
do s o ."
R eported  i n  Accountancy Age, 10th O ctober, 1975*
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s ta n d a rd s . A lso , th e r e  i s  th e  c o s t in v o lv ed  in  m eeting  a  more a c t iv e  
r o l e ,  and a  need to  change a t t i t u d e s  o f c l i e n t s ,  i . e . ,  many a re  n o t 
aware th a t  g en e ra l accountancy  a d v iso ry  s e rv ic e s  can he o b ta ined  and 
t h a t  s e rv ic e s  a re  n o t r e s t r i c t e d  t o  a u d i t in g  and f l l l i n g - i n  ta x  r e tu r n s .  
The l a t t e r  f a c to r  re p re s e n ts  a  m ark e tin g  problem  f o r  th e  sm all firm  
s e c to r  o f  th e  p ro fe s s io n .
Many sm all businessm en have formed c lo se  r e la t io n s h ip s  w ith  
t h e i r  acco u n tan ts  which m ight s t r e t c h  back  to  th e  accoun tan t su ccess ­
f u l l y  o b ta in in g  f in a n c e  a t  a  c r i t i c a l  s ta g e  i n  th e  fo rm ativ e  y e a r s .  
M oreover, th e  acco u n tan t i n  th e  r o le  o f p a r t - t im e  f in a n c ia l  d i r e c to r  
o r a d v ise r  can be o f in v a lu a b le  a s s is ta n c e  a f t e r  company fo rm ation  
and r e g i s t r a t i o n ,  e t c . ,  by  in tro d u c in g  sim ple  system s o f book-keep ing  
and management in fo rm a tio n  — f o r  in s ta n c e ,  a  m anually  opera ted  system 
w il l  s u f f ic e  fo r  q u i te  a  tim e or u n t i l  i t  needs to  be t r a n s f e r r e d  to  
m echanical o r computer p ro c e ss in g  -  which can be c r u c ia l  i n  re g a rd s  
th e  achievem ent o f c o n tro l le d  growth and av o id in g  o v e r tra d in g  i n  th e  
fo rm ativ e  y e a r s .  I f  th e  p o in t i s  reached  where th e  employment o f  a  
f u l l - t im e  accoun tan t i s  j u s t i f i e d ,  o r where th e re  i s  a  need f o r  a  
f u l l - t im e  f in a n c ia l  d i r e c to r ,  th e n  th e r e  w il l  be  a  sound a d m in is tra t iv e  
b a se  on which to  b u i ld  upon. I n  th e  case  o f a  sm all firm  th a t  cannot 
a f fo rd  th e  s e rv ic e s  o f p a r t - t im e  ex ec u tiv e  f in a n c ia l  d i r e c to r ,  i t  
could  p ro b ab ly  a f fo rd  a  q u a r te r ly  v i s i t  from th e  acco u n tan ts  -  
p r e fe ra b ly  a  p a r tn e r  -  fo r  th e  purpose o f lo o k in g  in to  any problem s 
i n  th e  f in a n c ia l  and a d m in is tra t io n  a re a .
S o l i c i to r s
S o l i c i to r s  can and do p ro v id e  se v e ra l d i f f e r e n t  s e rv ic e s  fo r  
sm all b u s in e s s  f irm s . They w i l l  ad v ise  and a s s i s t  on th e  fo rm ation
* Scxne members o f th e  p ro fe s s io n , e . g . .  Sharp, m a in ta in  t h a t  th e  id e a l  
p r a c t ic e  has f iv e  o r s ix  p a r tn e r s ,  each o f whom i s  a  s p e c i a l i s t .
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o f  a  f irm , regL s t r a t i  on o f a  b u s in e s s  name, in c o rp o ra t io n  o f  a  l im ite d  
company, fo rm atio n  o f a  P a r tn e rs h ip , e t c .  A lso , th e y  w i l l  ad v ise  on 
th e  a c q u is i t io n  o f  p rem ises , any t r a d in g  c o n tr a c ts ,  e t c . ,  which a re  
t o  be e n te re d  i n to ,  and so on. The ad v ice  which s o l i c i t o r s  can g iv e  
to  sm all b u s in e ss  firm s i s  o f a  c o n tin u in g  n a tu re  and can d e a l w ith  
q u e s tio n s  r e l a t i n g  to  b u s in e ss  c o n tr a c ts ;  pu rch ase  and s a le  o f 
p ro p e r ty ;  te rm s o f s a le  of th e  b u s in e s s ’ goods, im p lic a t io n s  o f 
th e  T rade D e sc r ip tio n s  Act; ov erseas  t r a d in g ;  th e  F a c to r ie s  A cts 
and th e  Shops and O ffic e s  A cts; i n d u s t r i a l  r e l a t i o n s  in c lu d in g  
red u n d an c ies , u n f a i r  d is m is sa l , equal pay l e g i s l a t i o n ,  c o n tr a c ts  of 
employment; p e n s io n s ; in su ra n c e , and many o th e r  m a t te r s .  The 
s o l i c i t o r  w il l  a ls o  ad v ise  and a s s i s t  i n  co n n ec tio n  w ith  th e  
c o l le c t io n  o f d e b ts ,  any l i t i g a t i o n  a r i s in g  in  th e  course  o f  th e  
f i r m ’s t r a d in g ,  and on ta x a t io n  (VAT, Income Tax, C o rp o ra tio n  Tax, 
C a p ita l T ra n s fe r  Tax) and ta x  avo idance . I n  th e  even t o f th e  firm  
g e t t in g  in to  d i f f i c u l t i e s  th e  s o l i c i t o r  w i l l  be  a b le  to  ad v ise  as 
t o  th e  b e s t  means o f c ircum ven ting  th e  problem s vdiich have a r i s e n .
A lso , th e  s o l i c i t o r  i s  ab le  to  ad v ise  and a s s i s t  w ith  m a tte rs  connected 
w ith  ban k ru p tcy  o r w inding up o f a  company, th e  s a le  o f th e  b u s in e ss  
in c lu d in g  i t s  s to c k , goodw ill, e tc .
B usiness f irm s  o f f e r in g  co n su ltan cy  and adv ice  as a  p a r t  o f
s e l l i n g  p ro d u c ts  an d /o r s e rv ic e s
T here a re  s e v e ra l d i f f e r e n t  forms o f  such adv ice  and co n su ltan cy , 
F or example, th e  sm all firm  o p e ra tin g  in  th e  m an u factu rin g  s e c to r  can 
o b ta in  te c h n ic a l  adv ice  and co n su ltan cy  from th e  s u p p lie r  o f p ro d u c tio n  
m achinery  and a n c i l l i a r y  equipm ent. A nother example i s  th e  case  o f
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Marks and Spencer a d v is in g  i t s  v a r io u s  s u p p l ie r s  -  th e re  a re  about 400
of them -  i n  d i f f e r e n t  a re a s  o f management • ^  For many y e a rs  Marks
and Spencer has  been  draw ing up s p e c i f ic a t io n s  f o r  p u rch asin g , as  w e ll 
a s  a d v is in g  s u p p l ie r s  on th e  te c h n ic a l  a sp e c ts  o f p ro d u c tio n , 
p a r t i c u l a r l y  i n  th e  t r a d i t i o n a l  f i e l d s  o f  f a b r ic  and c lo th in g  manu­
f a c tu r e .  I n  1973 an in d u s t r i a l  managenent group was e s ta b lis h e d  by
th e  company to  expand th e  ad v iso ry  fu n c tio n  to  in c lu d e  o th e r  manage­
ment a re a s  such as s t a f f  management ( f l e x ib l e  working h o u rs , group 
d is c u s s io n s )  and s t a f f  w e lfa re  (m edical rooms, c an te e n s , n u r s e r ie s  
fo r  em ployees’ c h i ld r e n ) .  The ad v iso ry  group c o n s is ts  b o th  p a r t -  and 
f u l l - t im e  m anagers q u a l i f ie d  or experienced  i n  tech n o lo g y , p ro d u c tio n  
e n g in e e rin g  o r some asp ec t o f s t a f f  m a tte r s .  The company’s views a re  
made known to  th e  s u p p lie rs  th ro u g h  news b u l l e t i n s ,  v i s i t s  aaid 
m e e tin g s .
F ra n c h is in g , whereby a  ch a in  o f sm all b u s in e s s e s  i s  bound by 
th e  image and p o l i c i e s  o f a  p a re n t company re p re s e n ts  an o th er form . 
The p e rso n  b u y in g  a  f ra n c h is e  does n o t buy h is  own b u s in e s s ; he buys 
a  ’ su ccess  p ack ag e’ from a  firm  th a t  shows him how to  use i t .^ ^ ^  
Through a  r e p u ta b le  and p ro f e s s io n a l ly  managed f ra n c h is e  system , th e  
sm all f r a n c h is e e  can and does o b ta in  some o f th e  b e n e f i t s  o f b ig n e ss , 
namely c e n t r a l i s e d  buying  and volume d is c o u n ts , and th e  a v a i l a b i l i t y  
o f m an ag eria l h e lp  from th e  p a re n t company.^ The l a t t e r  u s u a lly  
c o n s is ts  o f a s s is ta n c e  w ith  s i t e  a c q u is i t io n ;  p la n n in g  ( in c lu d in g
* A nother f irm  o p e ra tin g  in  th e  d i s t r i b u t i v e  t r a d e s ,  W. H. Smith & Sons, 
e s ta b l is h e d  a  s u b s id ia ry  company -  R & M (Management C o n su ltan ts ) L td.- 
to  p ro v id e  c o n su ltan cy  s e rv ic e s  to  th e  p a re n t company i n  a re a s  such as 
re s e a rc h  and m ark e tin g . The co n su ltan cy  o p e ra tio n  w i l l  a ls o  p ro v id e  
s im i la r  s e r v ic e s  on a p ro fe s s io n a l  b a s is  to  o th e r  f irm s  o p e ra tin g  in  
th e  t r a d e .
-f- The e x te n t  to  which m anageria l h e lp  i s  g iven  depends upon th e  ty p e  o f  
f r a n c h is e  concerned .
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th e  c o n tro l o f  s h o p f i t t in g  and supply  o f equipment by  th e  f r a n c h is o r ) ;  
s t a f f  t r a in in g  and. ad v ice  i n  t h i s  a re a ; a f t e r  s a le s  s e r v ic e ;  m ark e tin g  
(d e s ig n  of a d v e r tise m e n ts , l e a f l e t s  and d is p la y  p o s te r s ,  p lu s  b e n e f i t s  
o f b e lo n g in g  to  a  n a t io n a l ly  promoted c o rp o ra te  b u s in e s s ) ;  management 
s e rv ic e s  ( c e n t r a l i s e d  d a ta  p ro c e ss in g ) ; th e  u se  o f  management 
te ch n iq u es  ( s a l e s  f o r e c a s t in g ,  s to ck  c o n tr o l ) ;  and p ro v is io n  o f 
o p e ra tin g  m anuals ( e . g . ,  on acco u n tin g  and a d m in is t r a t io n ) .  Examples 
o f f r a n c h is e  o p e ra tio n s  a re  K entucky-Pried  Chidken, J .  Lyons and 
Company ( Wimpy, Golden Egg, Bake ’n T a k e ) , Golden B arbecue, S len d e rto n e  
Slimming C l in ic s ,  Manpower employment a g en c ie s , T o n ib e ll  I c e  Cream, 
Dyno-Rod, and v a rio u s  la u n d e re t te  o p e ra tio n s .
The m ark e tin g  d iv is io n s  o f  o i l  ccxnpanies o f f e r  a d v iso ry  s e rv ic e s  
to  th e  te n a n ts  and o p e ra to rs  o f p e tro l  f i l l i n g  s t a t i o n s ,  c h ie f ly  th rough  
an a re a  s a le s  r e p r e s e n ta t iv e  and th e  l a t t e r * s  acce ss  to  c e n t r a l i s e d  
management s e r v ic e s ,  e . g . ,  acco un ting  and p e rso n n e l. Examples o f  th e  
management a re a s  i n  w hich s e rv ic e s  a re  p rov ided  a re ; (a )  F in a n c ia l  
Management and A d m in is tra tio n  -  p ro v is io n  o f f in a n c e , and a s s is ta n c e  
w ith  th e  a c q u is i t io n  o f  o u ts id e  f in a n c e ; in tr o d u c t io n  o f recommended 
f in a n c ia l  and management acco un ting  system s th e re b y  th e r e  i s  an 
emphasis upon th e  p ro d u c tio n  o f d a i ly ,  weekly and m onthly management 
c o n tro l in fo rm a tio n ’*’ ( in c lu d in g  th e  p re p a ra t io n  of m onthly p r o f i t  and 
lo s s  a c c o u n ts ) ; s to c k  c o n t r o l ; in su ra n c e  a d m in is tra t io n ;  pe tro leum  
re g u la t io n s  and o th e r  le g a l  a sp e c ts  of o p e ra tin g  a  f i l l i n g  s t a t i o n .
(b) M arketing  and S a le s  -  m erchandising  th e  s i t e ;  how to  make th e
* I n  some cases  th e  b u s in e s s  i s  promoted on an in te r n a t io n a l  s c a le  
as w e ll .
+ Some o i l  companies ( e . g . ,  Chevron, Texaco, T o ta l)  recommend th e  use 
o f  com puter b u reau  s e r v ic e s .  For in s ta n c e ,  th e  American-owned 
E. K. W illiam s & Co. L td . s p e c ia l i s e  i n  th e  p ro v is io n  of t h i s  ty p e  
o f acco u n tin g  s e r v ic e ,  w ith  th e  s e rv ic e  in c lu d in g  a  m onthly 
’a d v iso ry ’ v i s i t  from one o f t h e i r  f in a n c ia l  c o n s u l ta n ts .
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b e s t  use  o f  shops; how to  hand le  co m p la in ts; ssiles prom otion; stamp 
tr a d in g ;  d i r e c t  m a il; d is p la y .  (c )  P ersonnel Management, Develop­
ment and T ra in in g  -  s t a f f  s e le c t io n ;  s t a f f  c o n tro l ;  t r a in in g ;  
perso n n el p ro ced u res ; in c e n t iv e s ;  i n d u s t r i a l  r e l a t i o n s .
(d) O p era tio n s  — s i t e  developm ent; s i t e  and equipment m ain tenance; 
s e c u r i ty .  Some o i l  companies have t r a in in g  c e n tre s  which ru n  s h o r t -  
d u ra tio n  co u rses  on th e  main a sp e c ts  o f  managing and c o n tr o l l in g  a  
f i l l i n g  s t a t i o n .
L a s t ly , m ention w il l  be made of th e  v o lu n ta ry  r e t a i l  c h a in s , 
e .g . .  Spar — Vivo, Mace, Unichem, Care C hem ists. The main advantage
o f  jo in in g  a  v o lu n ta ry  c h a in  i s
th e  buy ing  power ob ta ined  which en ab les  in d iv id u a l  members to  p r i c e  
c e r ta in  o f t h e i r  goods c o m p e titiv e ly  w ith  th e  superm arket c h a in s , e tc .  
Members a re  a b le  to  o b ta in  f u r th e r  su p p o rt; f o r  example, Unichem 
o f fe r s  i t s  members p ro fe s s io n a l  s e rv ic e s  ( in su ra n c e , l e g a l ) ;  a  
b rockerage  s e r v ic e ,  p lu s  access to  developm ent c a p i ta l  f ra n  a  f in a n c e  
house, to  a s s i s t  any members w ish ing  to  expand by buying  o th e r 
pharmacy b u s in e s s e s ;  and ad v ice  on m erchandising  te c h n iq u e s , p o in t -  
o f - s a le  m a te r ia l ,  and a d v e r t is in g  schem es.
* For in s ta n c e ,  BP o p e ra te s  two r e t a i l  t r a in in g  c e n tr e s ,  one a t  
H a rro g a te , th e  o th e r  a t  Epsom.
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ADVISORY ORGANISATIONS
In c lu d e d  i n  t h i s  c a te g o ry  a r e  em p lo y e rs ' f e d e r a t io n s  
and a s s o c i a t i o n s ,  some p r o f e s s io n a l  i n s t i t u t e s ,  governm ent 
d e p a r tm en ts  and p u b l ic  b o d ie s .
Employers* f e d e r a t io n s  and a s s o c ia t i o n s  w i l l  n o t be 
d is c u s s e d  h e re  as  d e t a i l s  o f  th e  a d v iso ry  and c o n su lta n c y  
s e r v ic e s  a v a i l a b le  from two such  o r g a n is a t io n s  w i l l  be 
found  in  C h ap te r 4 and 7 o f  t h i s  t h e s i s ,  nam ely th e  M otor 
A g en ts ' A s s o c ia t io n  and th e  B r i t i s h  P r in t i n g  I n d u s t r i e s  
F e d e ra t io n .
I n s t i t u t e s
T h e re  a re  a  number o f  p r o f e s s io n a l  i n s t i t u t e s  which 
o p e ra te  in fo rm a tio n  and a d v iso ry  u n i t s  o r  b u reau x  which 
can a s s i s t  a  sm all f irm  by s u p p ly in g  v a r io u s  k in d s  o f  
in fo r m a t io n ,  o r  by r e f e r i n g  e n q u i r ie s  r e c e iv e d  to  o th e r  so u rc e s
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o f o u ts id e  h e lp . For example, th e  I n s t i t u t e  o f P u rch asin g  and Supply 
ru n s  a  sm all f irm s  ad v ice  s e rv ic e ; th e  I n s t i t u t e  o f S t a t i s t i c i a n s  
m a in ta in s  a  c o n su lta n ts  r e g i s t e r  o f Fellow s o f  th e  I n s t i t u t e  p ro v id in g  
co n su ltan cy  s e rv ic e s  i n  s t a t i s t i c s ,  management in fo rm a tio n , s to ck  
c o n tro l ,  q u a l i ty  c o n tro l ,  market re s e a rc h , s a le s  a n a ly s is  and fo re ­
c a s t in g , and o th e r  a re a s  o f b u s in e ss  c o n tro l based  on q u a n ta tiv e  and 
num erical d a ta ;  and th e  B r i t i s h  I n s t i t u t e  o f Management (BIM) o f f e r s  
a  com prehensive in fo rm a tio n  and ad v iso ry  s e r v ic e .  The l a t t e r  c o n s is ts  
o f  a  Management C o n su ltin g  S e rv ice s  In fo rm a tio n  B ureau (MCSIB) and a 
S m aller B usiness U n it, b o th  b e in g  run  f o r  th e  b e n e f i t  o f members, 
s u b s c r ib e rs ,  and o th e rs  w il l in g  to  pay a  sm all fe e  fo r  th e  s e rv ic e s  
o b ta in e d . The MCSIB w il l  supply sh o rt l i s t s  o f  c o n su lta n ts  w ith  th e  
e x p e r t is e  and ex p erien ce  to  c a r ry  out p a r t i c u l a r  a ssignm en ts . U sers 
a re  encouraged to  send in  r e p o r ts  on th e  perform ance and e f fe c t iv e n e s s  
o f th e  c o n s u lta n ts  th e y  have employed. The S m aller B usiness U nit 
su p p lie s  in fo rm a tio n  o f p r a c t ic a l  h e lp  i n  th e  ru n n in g  o f a  b u s in e s s .
I n  th e  p a s t  e n q u ir ie s  have covered a  wide v a r ie ty  o f s u b je c ts ,  and in  
p a r t i c u l a r  sm a lle r f irm s have sought h e lp  w ith  th e  i n t e r p r e t a t i o n  o f  
government l e g i s l a t i o n  as i t  a f f e c t s  em ployees, e .g . ,  th e  H ea lth  and 
S a fe ty  a t  Work A ct. O ther s e rv ic e s  o ffe re d  by th e  BIM in c lu d e  a 
management in fo rm a tio n  c e n tre  ( l i b r a r y  f a c i l i t i e s ,  p u b l ic a t io n s ,  
r e p o r ts ,  e t c . ) ;  a  management ed u ca tio n  in fo rm a tio n  u n i t  (e v a lu a te s  
management ed u ca tio n  c o u rse s ) ; ex ecu tiv e  rem unera tion  s e rv ic e  
( o f f e r s  ad v ice  on job e v a lu a tio n , s a la ry  s t r u c tu r e s  and s a la ry  
a d m in is tr a t io n ) ;  management developm ent and in-comp any t r a in in g  
schemes (d e v ise s  programmes in  a re a s  such a s  g en e ra l management, 
f in a n c ia l  management, i n d u s t r i a l  r e l a t io n s  and new l e g i s l a t i o n )  ; 
i n d u s t r i a l  r e l a t io n s  (ad v ice  i s  o ffe re d  on in d u s t r i a l  democracy,
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la b o u r l e g i s l a t i o n ,  union re c o g n itio n  and union membership ag reem en ts); 
and c o u rses  and s e n in a rs  (a re  run  on a  wide range o f management to p ic s  
a t  v a r io u s  re g io n a l  c e n t r e s ) .  I n  a d d it io n , th e  BIM o p e ra te s  a  C entre 
fo r  P h y s ic a l D is t r ib u t io n  Management and th e  C entre  fo r  In te r f i r m  
Comparison.
Government d ep artm en ts , ag en c ie s , sponsored o rg a n is a tio n s  and
p u b lic  b o d ie s
The D epartm ent o f T rade p ro v id e s  h e lp  to  e x p o rtin g  firm s o f  a l l  
s iz e s ,  n e a r ly  a l l  o f  i t  f r e e .  The h e lp  in c lu d e s  guidance on in d iv id u a l  
expo rt p rob lem s; in fo rm a tio n  on th e  most l i k e ly  m arkets f o r  p ro d u c ts  
o v e rseas; o b ta in in g , where p o s s ib le ,  sam ples o f p o te n t ia l  com petito rs*  
p ro d u c ts ; in t r o d u c t io n s  to  p o te n t ia l  ag en ts  and b u y ers ; h e lp  w ith  
ov erseas  b u s in e s s  v i s i t s ;  s ta tu s  r e p o r ts  on fo re ig n  firm s (e x c lu d in g  
c r e d i t  o r f in a n c ia l  r e p o r ts ) ;  in fo rm a tio n  on t a r i f f  and im port 
r e g u la t io n s ;  h e lp  and adv ice  on p a r t i c ip a t in g  in  tr a d e  f a i r s  o v e rseas; 
a s s is ta n c e  i n  f in d in g  l ic e n s e e s  to  m anufacture p ro d u c ts  abroad; 
in fo rm a tio n  on how to  market and p u b l ic is e  p ro d u c ts  ab road . The 
e x p o rte r  can u se  a  com puterised s e rv ic e  -  p rov ided  by th e  Export 
I n te l l ig e n c e  S e rv ic e  -  on payment o f  a  sm all s u b s c r ip t io n . The s e r v ic e  
i s  fed  by o v e rse a s  p o s ts ,  w ith  th e  in fo rm a tio n  b e in g  passed  on to  th e  
s u b sc r ib e r  w ith in  48 hours o f i t s  r e c e ip t .  A lso , e x p o rte rs  can make 
arrangem ents t o  o b ta in  in fo rm a tio n  o f a  p a r t i c u l a r  s o r t ,  e . g . ,  m arket 
r e p o r ts ,  o v e rsea s  a g en ts  seek in g  s u p p l ie r s ,  c a l l s  fo r  te n d e r , v i s i t s  
o f o v e rseas  b u y e rs , p r o je c ts  f in an ced  by th e  World Bank, m arket 
assessm en ts  and docum entation p ro ced u res .
The E xport C re d its  G uarantee Department (ECGD) i s  a  s p e c i a l i s t  
government d epartm en t t h a t  o p e ra te s  on commercial l i n e s  fo llo w in g  
th e  ad v ice  o f  i t s  A dvisory Council o f bankers  and businessm en. I t s
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p r in c ip a l  r o le  i s  to  ex tend  c r e d i t  in su ra n c e  cover a g a in s t  a  range 
o f  r i s k s  fa c in g  th e  e x p o r te r . S e l l in g  goods and s e rv ic e s  (such  as  
co n su ltan cy ) o v e rseas  in v o lv e s  more r i s k  th a n  s e l l in g  in  th e  home 
m arke t. These r i s k s  can be in su re d  a g a in s t  when th e  e x p o r te r  pays 
a  sm all premium, th u s  o b ta in in g  p ro te c t io n  from m ajor u n fo re se e a b le  
lo s s  -  n o ta b ly  a g a in s t  *buyer r is k s *  ( th e  r i s k  th a t  th e  b u yer f a i l s  
to  p ay ), and a g a in s t  * p o l i t ic a l  r is k s *  such as la c k  o f s t e r l i n g  
exchange in  th e  buyer*s co u n try , c a n c e l la t io n  o f an im port l ic e n c e ,  
or war. In  o rd er to  develop  e x p o rts  f u l l y  many e x p o rte rs  nowadays 
must g ive  c r e d i t ,  o f te n  over le n g th y  p e r io d s : th e  lo n g e r th e  c r e d i t
th e  g re a te r  th e  dependence on banks f o r  p re-sh ipm en t f in a n c e  to  
r e l i e v e  l i q u i d i t y  d i f f i c u l t i e s  ( i . e .  o v e rd ra f ts  used fo r  ex p o rt 
c o n t r a c ts ) ,  and f o r  f in a n c e  to  b r id g e  th e  in te r v a l  betw een d e l iv e ry  
and payment. A lthough th e  ECGD does n o t p ro v id e  f in a n c e , i t s  p o l i c i e s  
can be u se fu l c o l l a t e r a l  fo r  bank lo a n s , and may o f te n  be supplem ented 
by an u n c o n d itio n a l ECGD g u aran tee  g iv en  d i r e c t l y  to  th e  bank concerned . 
The ECGD endeavours to  keep up w ith th e  change in  world m arkets and to  
make su re  th a t  f a c i l i t i e s  a re  q u ick ly  adapted  to  th e  needs o f th e  
in te r n a t io n a l  t r a d in g  p ic tu r e .  I n  re c e n t tim es c o s t e s c a la t io n  cover 
has been in tro d u ce d  whereby th e  government ag rees  to  b e a r  th e  expense 
o f c o s t i n f l a t i o n  above te n  p e r c e n t, on tw o-year c o n tra c ts  a t  f ix e d  
p r ic e s .
Although com prehensive s e rv ic e s  fo r  a s s i s t i n g  th e  e x p o rtin g  
firm  a re  p rov ided  by th e  governm ent, th e  complex w orkings o f  th e  
W hitehall m achinery f r e q u e n tly  b a f f l e  i n d u s t r i a l i s t s ,  e s p e c ia l ly  th e  
sm all e x p o r te r . The B r i t i s h  O verseas Trade Board (BOTB) was e s ta b l is h e d  
a t  th e  b eg in n in g  o f 1972 to  b r in g  to g e th e r  businessm en, b an k ers  and 
b u re a u c ra ts  to  work as a  team to  promote B r i t i s h  e x p o r ts . The aims
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o f th e  BOTB a re  ( i )  to  b r id g e  th e  gap betw een in d u s try  and W hitehall 
by b e in g  a c c e s s ib le  to  e x p o rte rs  fo r  th e  p re s e n ta t io n  o f p a r t i c u la r  
problem s, e s p e c ia l ly  any r e la te d  to  c u t t in g  re d  ta p e ; ( i i )  to  
co n tin u e  many o f  th e  fu n c tio n s  o f  i t s  p re d e ce sso r ( th e  B r i t i s h  
N a tio n a l Export C o u n c il), such as  o rg a n is in g  t r a d e  f a i r s ,  e x h ib it io n s , 
expo rt ad v ice , s e t t i n g  up B r i t i s h  'Shopping Weeks * i n  some fo re ig n  
towns; ( i i i )  to  in n o v a te , i . e . ,  s e le c t in g  p r i o r i t y  m arkets, th en  
d e c id in g  on a  l im ite d  range o f p ro d u c ts  vh ich  would appear to  o f f e r  
th e  b e s t  o p p o r tu n i t ie s  fo r  U.K. m an u fac tu re rs ; and ( iv )  to  s t im u la te  
g re a te r  use o f government export s e r v ic e s ,  e .g . ,  by 'in v is ib le *  
e x p o rte rs  such as  banks, in su ra n ce  c o m p an ie s ,co n su lta n ts , c o n tra c to r s ,  
expo rt houses and s e rv ic e  i n d u s t r i e s .
The Small Firm s In fo rm a tio n  C en tres  were e s ta b lis h e d  in  1973 
by th e  th en  Department o f  Trade and In d u s try  ( r e ;  th e  adop tion  o f 
th e  re le v a n t  recommendation made by th e  B o lton  Committee o f In q u ir y ) .  
The te n  c e n tr e s  ( e . g . ,  B r i s to l ,  M anchester, N ew castle, London) fu n c tio n  
as  re g io n a l en q u iry  p o in ts  p ro v id in g  in fo rm a tio n  on sou rces o f  o u ts id e  
h e lp . The s e rv ic e  i s  f r e e  and i s  a v a i la b le  by te le p h o n in g  (free p h o n e ), 
o r by  p e rso n a l v i s i t s  an d /o r d is c u s s io n  w ith  s t a f f  a t  th e  C en tre s .
The aim i s  to  p ro v id e  q u ick ly  a  source  o f h e lp  on any a sp ec t o f 
b u s in e s s , e . g . ,  f in a n c e , d iv e r s i f i c a t i o n ,  m e tr ic a t io n , i n d u s t r i a l  
t r a in in g ,  e x p o rtin g , p lan n in g  and s t a r t i n g  a  b u s in e s s , r e n t s ,  te c h ­
n o lo g ic a l advances, i n d u s t r i a l  r e l a t i o n s ,  EEC. The C en tres  a re  a b le  
to  c o n tac t lo c a l  a u th o r i t i e s  and government departm en ts, l i b r a r i e s ,  
chambers o f commerce, and chambers o f  t r a d e ;  a re  aware o f th e  range 
o f s e rv ic e s  o f fe re d  by t r a d e  a s s o c ia t io n s ,  re s e a rc h  a s s o c ia t io n s , 
p ro fe s s io n a l  i n s t i t u t i o n s ,  re g io n a l sm all f irm s groups and s p e c i a l i s t
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c o n s u l ta n ts ;  have access  to  n a tio n a l  and in te r n a t io n a l  so u rces  o f 
in fo rm a tio n ; and a c t as a  c o l le c to r  of in fo rm a tio n  fo r  th e  government 
(making i t  aware o f  b o th  th e  problem s and su ccesses  o f sm all b u s in e s s e s ) . 
R ecen tly  (A p r i l  a  p i l o t  o p e ra tio n  f o r  a  sm all f irm s c o u n se llin g
s e rv ic e  was e s ta b l is h e d  a t th e  Small Firm s In fo rm a tio n  C en tre  in  
B r i s to l ;  ex p erien ced  in d iv id u a ls  such a s  r e t i r e d  acco u n tan ts  have 
been in v i te d  t o  h e lp  s t a f f  t h i s  a d v iso ry  s e rv ic e .
The B u ild in g  R esearch S ta t io n  A dvisory  S e rv ic e  (D epartm ent of 
th e  Environm ent) has th re e  c e n tre s  -  W atford, Glasgow, Birmingham -  
vhich g iv e  a d v ice  on a wide range o f to p ic s  concerned w ith  th e  
c o n s tru c tio n  in d u s t r y .  Advice i s  a v a i la b le  — by te le p h o n e , l e t t e r ,  
c o n s u l ta t io n ,  s i t e  v i s i t  or as a  r e s u l t  o f a  la b o ra to ry  s tu d y  -  on 
any c o n s tr u c t io n  problem w ith in  th e  competence o f th e  s e r v ic e .  A 
sm all charge  i s  made to  cover th e  tim e and e f f o r t  in v o lv ed  i n  p re ­
p a r in g  an answ er. The S ta t io n  -  which was e s ta b lis h e d  over 50 y ea rs  
ago — a ls o  encourages th e  a p p l ic a t io n  o f r e le v a n t  re s e a rc h  f in d in g s .
The A dvisory  S e rv ic e  was s e t  up in  1970 to  be complementary to  o th e r 
in fo rm a tio n  and ad v iso ry  s e rv ic e s ,  e .g . ,  th e  A dvisory S e rv ice  fo r  
th e  B u ild in g  In d u s try  opera ted  by th e  N a tio n a l F e d e ra tio n  o f B u ild in g  
T rades S n p lo y e rs . When an en qu iry  i s  more a p p ro p r ia te  to  an o th er 
s e rv ic e  o r would be  b e t t e r  handled  by  a  p ro fe s s io n a l  c o n s u lta n t ,  th en  
th e  e n q u ire r  i s  inform ed a c c o rd in g ly . For more complex problem s th e  
s e rv ic e  f i l l s  th e  gaps l e f t  by o th e r  o rg a n is a t io n s , i . e . ,  a  wide 
range o f  e x p e r t is e  and re so u rc e s  a re  a v a i la b le .
The Manpower S e rv ices  Commission c o n s is ts  of th e  Employment 
S erv i ces Agency (ESA) and th e  T ra in in g  S e rv ic e s  Agency (SA). The ESA 
c o n tro ls  th e  p u b l ic  employment s e rv ic e s  which c o n s is t  o f th e  
fo llo w in g ;
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(a )  Job C en tres  -  re p la c in g  th e  o ld -fa sh io n e d  Employment Exchanges -  
which a re  c e n t r a l l y  s i te d  rooms where th e  p u b lic  can browse among 
p r in te d  in fo rm a tio n  an d /o r c o n su lt s t a f f  on a v a i la b le  job v a ca n c ie s .
(b) P ro fe s s io n a l and E xecu tive  R ecru itm ent (fo rm e rly  th e  P ro fe s s io n a l
and E x ecu tive  R e g is te r )  which o p e ra te s  i n  th e  m arket fo r  h ig h e r
le v e l  jo b s : p ro f e s s io n a l ,  m an ag eria l, ex ec u tiv e  and te c h n ic a l .
P ro fe s s io n a l  and E xecu tive  R ecru itm ent (PER) h as 38 o f f ic e s
th ro ughou t th e  co u n try  supported  by c e n tr a l i s e d  com puter re c o rd s , 
and charges fe e s  to  em ployers fo r  r e c r u i t in g  peop le  on t h e i r  
b e h a l f .  The s e le c t io n  s e rv ic e s  o ffe re d  p ro v id e  c l i e n t s  w ith  a  
s h o r t - l i s t  o f th e  most s u i ta b le  a p p lic a n ts  -  n o rm ally  f iv e  o r 
s ix  p e rso n s  -  w ith  th e  c o s t b e in g  10 p e r  c e n t ,  o f th e  s a la ry  
in v o lv ed  as  opposed to  th e  l8-20  p e r  c e n t ,  charged norm ally  by 
re c ru itm e n t c o n s u l ta n ts .  T h e re fo re , PER com petes d i r e c t l y  w ith  
o rg a n is a tio n s  such as MSL, PA, and Tyzack & P a r tn e r s ,  as w ell as 
u n d e rta k in g  th e  re c ru itm e n t o f o th e r ty p e s  o f  employee such as 
s e n io r  s e c r e ta r i e s ,  and p ro v id in g  m arket in fo rm a tio n . However,
PER s t i l l  r e t a in s  th e  fu n c tio n  o f p ro v id in g  s p e c ia l  h e lp  to  
p eo p le  i n  i t s  range  idio have d i f f i c u l t y  in  o b ta in in g  o r k eep ing  
jo b s , i . e . ,  w e lfa re  work.
The Employment S e rv ic e s  Agency i s  a lso  concerned w ith  o f f e r in g  
guidance to  h e lp  p eo p le  d ec id e  what work b e s t  s u i t s  them; i n t r o ­
d uc in g  them to  th e  s k i l l e d  work cou rses  p ro v id ed ; h e lp in g  th e  
d is a b le d  to  g e t jo b s ; and g a th e r in g  and d i s t r i b u t i n g  u p - to -d a te  
in fo rm a tio n  about lo c a l  lab o u r m ark e ts.
The T ra in in g  S e rv ic e s  Agency d e v ise s  p la n s  fo r  su p p o rtin g  t r a in in g  
i n  th e  seven TSA re g io n s ; fo r  encouraging  t r a in in g  i n  th e  24 in d u s t r i e s  
which do n o t have ITBs; and fo r  im proving t r a in in g  knowledge and
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e x p e r tise *  The TSA t r a in in g  a d v ise rs  o p e ra te  from seven re g io n a l 
o f f ic e s ,  and th e  TSA ru n s  a  t r a in in g  o p p o r tu n i t ie s  scheme (TOPS) -  
th e  su cc e sso r to  th e  Department o f Employment v o c a tio n a l t r a in in g  
scheme -  vdiich c a te re d  f o r  about 60,000 peop le  in  1975« S u b je c ts  
covered in c lu d e d  c r a f t  s k i l l s ,  o f f ic e  a d m in is tra tio n  and management 
te c h n iq u e s . A lso , a  'w id er o p p o r tu n i t ie s  scheme* was d e v ise d , w ith  t h i s  
b e in g  aimed a t  th e  unemployed to  h e lp  them o b ta in  and keep s u i ta b le  
jo b s . The TSA h as a ls o  d ev ised  and ru n  a  number o f co u rses  a t  th e  
su p e rv iso ry  management le v e l ,  e .g . ,  job  in s t r u c t io n ,  communication, 
r e l a t io n s ,  s a f e ty  and methods; o f f ic e  and h o s p i ta l  su p e rv is io n ; 
r e t a i l  d i s t r i b u t i o n  and s e l l in g  te c h n iq u e s .
S ince th e  e a r ly  1970s th e  I n d u s t r i a l  T ra in in g  Boards have as a  
p a r t  o f t h e i r  o v e ra l l  developm ent o p e ra ted  more as s p e c i a l i s t  
ad v iso ry  b o d ie s , m ain ly  as  a r e s u l t  o f  in tro d u c in g  s p e c i a l i s t  
s e rv ic e s  such a s  c o n su ltan c y . Examples o f  th e  s e rv ic e s  o ffe re d  a re  
management developm ent programmes d e v ise d  and run  by s p e c i a l i s t  
t r a in in g  a d v is e r s ;  th e  u n d e rtak in g  o f  d e ta i le d  s tu d ie s  r e l a t i n g  to  
p a r t i c u l a r  t r a i n i n g  needs and p o s s i b i l i t i e s ;  and ad v iso ry  s e rv ic e s  
f o r  sm all f i rm s . Some ITBs ( e .g . ,  th e  F u rn itu re  and Timber ITB) 
o ffe re d  f r e e  co n su ltan c y  fo r  a tim e: t h e r e a f t e r  charges were i n t r o ­
duced, a lth o u g h  sometimes th ey  were su b s id is e d  to  a g re a t e x te n t .
O thers ( e . g . ,  th e  Food, Drink and Tobacco ITB) b rough t i n  charges 
which compared w ith  commercial co n su ltan c y  r a te s  so as n o t to  compete 
u n f a i r ly .  However, on normal c o n tra c t  work th e  charge was reduced  
whenever an ITB co n sid e red  th a t  i t  was g a in in g  from th e  ex p erien ce : 
th e  developm ent o f  new ad v iso ry  m a te r ia l  i s  an exam ple. A lso 
an ITB may e i t h e r  jo in  fo rce s  w ith  a  commercial c o n s u lta n t ,  or adopt 
a  'm on ito ring*  r o l e  when s e rv ic e s  a re  b e in g  o b ta ined  from o th e r
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o u ts id e  so u rc e s .
CoSIRA, th e  Council fo r  Small I n d u s t r ie s  in  R ural A reas i s  
an a d v iso ry  and c r e d i t  s e rv ic e  s e t  up by  th e  government to  a s s i s t  
sm all firm s lo c a te d  i n  th e  r u r a l  a re a s  o f England and W ales. The 
aim o f  CoSIRA i s  to  h e lp  sm all f irm s  (em ploying no t more th a n  20 
s k i l l e d  employees) i n  r u r a l  a re a s  ( th e  c o u n try s id e  and co u n try  towns 
o f n o t more th a n  10,000 in h a b i ta n ts )  to  become more p ro sp ero u s and 
so p ro v id e  more jo b s  in  th e  c o u n try s id e , e s p e c ia l ly  i n  a re a s  
th re a te n e d  by d e p o p u la tio n . T h is  r o le  i s  th e re fo re  based  on b o th  
economic and s o c ia l  c o n s id e ra t io n s . The ty p e s  o f firm  w ith  which 
CoSIRA i s  concerned a re  i n  th e  m an ufactu ring  and s e rv ic e  i n d u s t r i e s ,  
ex c lu d in g  a g r i c u l tu r e /h o r t i c u l tu r e  and any r e t a i l  b u s in e s s . A firm  
engaged in  b o th  m an u factu rin g  and r e t a i l i n g  would, however, be 
co n sid ered  on i t s  m e r i ts .  CoSIRA w il l  a ls o  g iv e  p r i o r i t y  to  sm all 
f irm s  i n  r u r a l  a re a s  which a re  making a  c o n tr ib u tio n  to  e x p o rts  or 
to  th e  re d u c tio n  o f im p o rts , o r vdiich have an export p o te n t i a l ;  to  
firm s vdiich h o ld  th e  prom ise o f s ig n i f ic a n t  developm ent; and to  f irm s  
which a re  p ro v id in g  a s e rv ic e  to  th e  a g r i c u l tu r a l  in d u s t ry .
The a d v iso ry  s e rv ic e s  o ffe re d  by CoSIRA c o n s is t  o f th r e e  
d iv is io n s ,  nam ely, ad v iso ry  s e rv ic e s , c r e d i t  s e rv ic e s ,  and f i e l d  
s t a f f .  In  th e  a d v iso ry  s e r v ic e s  d iv i s io n  th e r e  a re  ab o u t sev e n ty  
a d v iso ry  o f f i c e r s  d e a l in g  w ith  p rob lem s fa c e d  by sm a ll f irm s  
o p e r a t in g  in  many d i f f e r e n t  f i e l d s ,  e . g . ,  e n ^ n e e r in g ,  c r a f t  
i n d u s t r i e s ,  b o a t b u i ld in g .  A s s is ta n c e  i s  g iv en  in  a re a s  such as 
b u s in e s s  management and m a rk e tin g , and te c h n ic a l  s e r v ic e s  
a r e  a v a i l a b l e  a lo n g  w ith  v a r io u s  c o u rse s  o f  i n s t r u c t i o n .  In
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a d d i t io n ,  th e  s t a f f  o f  th e  a d v iso ry  s e r v ic e s  d iv i s io n  can 
p ro v id e  a s s is ta n c e  w ith  th e  p re p a ra t io n  o f an a p p l ic a t io n  fo r  f in a n c e  
from o u ts id e  so u rces , e .g . ,  u n d e rta k in g  f e a s i b i l i t y  s tu d ie s .
T h ere  i s  a ls o  a  c r e d i t  s e r v ic e s  d iv i s io n  and t h i s  has 
l im ite d  funds a v a i la b le  to  make lo a n s  f o r  b u ild in g s , th e  purchase 
o f p la n t  and equipm ent, and fo r  w orking c a p i t a l  (from  £100 up to  a  
t o t a l  o f £20,000 f o r  any one a p p l ic a n t) .  Loans a re  made when o th e r 
f in a n c ia l  o rg a n is a tio n s  a re  unab le  or u n w illin g  to  p ro v id e  ad eq u a te ly  
f o r  e s s e n t ia l  n eeds, and a lso  a f t e r  in d iv id u a l  p r o je c ts  have been 
s tu d ie d  i n  d e t a i l .  S e c u r ity  i s  n o rm ally  sought and th e  p e rio d s  of 
repaym ent and i n t e r e s t  r a t e s  a re  l a id  down by th e  T rea su ry , r e f l e c t i n g  
normal government p r a c t ic e .  F inance i s  a v a ila b le  fo r  th e  developm ent 
o f sm all to u rism  e n te r p r is e s  (b u i ld in g s , equipm ent, working c a p i t a l :  
£250 to  £25,000 f o r  any one a p p l ic a n t) .  Once a lo an  has been g iven  
th e  f i e l d  s t a f f  o f CoSIRA w il l  make p e r io d ic  v i s i t s  to  th e  firm  
concerned.
The f i e l d  s t a f f  c o n s is t  o f about f i f t y  'sm a ll in d u s t r ie s  
o rg an ise rs*  seconded to  th e  v o lu n ta ry  sm all in d u s t r ie s  com m ittees 
co v erin g  a l l  th e  c o u n tie s  o f England and W ales. The r o le  o f th e se  
o rg a n is e rs  i s  to  seek out and to  m a in ta in  c o n ta c t w ith  th e  sm all 
f irm s  i n  t h e i r  a re a s  and channel a s s is ta n c e  to  them as re q u ire d  
from th e  ad v iso ry  and c r e d i t  s e rv ic e s  d iv i s io n s .  For example, 
th e  o rg a n is e rs  g iv e  adv ice  on te c h n ic a l  m a tte rs  to  th e  e n tre p re n eu r 
w ith  m anageria l and a d m in is tra tiv e  a b i l i t y ,  o r in  c o n tr a s t ,  m anageria l 
and a d m in is tra t iv e  adv ice  to  th e  e n tre p re n e u r  p o sse ss in g  te c h n ic a l  
know-how. O rg an ise rs  l i a i s e  w ith  v o lu n ta ry  and s ta tu to r y  o rg an is­
a t io n s  and w ith  commercial o rg a n is a t io n s . A ccord ing ly , th e y  can 
h e lp  sm all f irm s so lv e  problem s of a  d a y -to -d a y  n a tu re  and th o se
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r e la te d  to  a  p a r t i c u l a r  l o c a l i t y ,  e .g . ,  p la n n in g . Group co u rses  
and o th e r  a c t i v i t i e s  designed  to  b e n e f i t  sm all f irm s  a re  a rranged  
on a  lo c a l  b s ts is , and th e  o rg a n is e rs  a re  a ls o  re s p o n s ib le  lo c a l ly  
fo r  m utual a s s i s ta n c e  schemes, e .g . ,  th e  H e re fo rd sh ire  L igh t 
I n d u s t r ie s  Group and th e  T h irsk  Woodworkers Group.
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FINANCE ORGANISATIONS 
C le a r in g  Banks
I n  a d d i t io n  to  norm al b an k in g  s e r v ic e s  -  w hich may in c lu d e  
g e n e ra l  f i n a n c i a l  a d v ic e  g iv en  by b ra n c h  bank m anagers -  th e  banks 
o f f e r  a  com prehensive range o f f in a n c ia l  s e r v ic e s .  For example, th e  
N a tio n a l W estm inster Bank Group o f f e r  s e rv ic e s  in  th e  fo llo w in g  
f i e ld s :  e x e c u to r, t r u s t e e  and ta x a t io n  s e rv ic e s ;  b u s in e s s  develop­
ment lo an s  o f  £2 ,000 to  £25,000 rep ay ab le  over f iv e  to  seven y e a rs ;  
p en sio n  fund and in v estm en t s e rv ic e s ;  bank ing , in s ta lm e n t c r e d i t  
and le a s in g ;  r e g i s t r a r  and new is s u e  s e rv ic e s ;  a  com puterised  
p a y ro ll  s e rv ic e ;  c r e d i t  fa c to r in g ;  in su ra n c e  s e rv ic e s ;  m erchant 
banking  s e rv ic e s  -  in c lu d in g  th e  p ro v is io n  o f medium-term f in a n c e , 
new i s s u e s ,  m ergers and ta k e o v e rs , f in a n c ia l  ad v ice ; ov erseas  
banking  s e r v ic e s ;  ex p o rt s e rv ic e s .
The developm ent o f s e rv ic e s  has been  accompanied by an 
in c re a s in g  i n t e r e s t  i n  p ro v id in g  more com plete f in a n c ia l  ad v iso ry  
s e rv ic e s  to  custo m ers , th u s  en ab lin g  them to  s e le c t  and use  p ro p e r ly  
th e  v a rio u s  form s o f  fin a n c e  a v a i la b le .  An exam ple o f  t h i s  ty p e  
o f  a d v iso ry  s e r v i c e  i s  th e  B u sin e ss  A dv iso ry  S e rv ic e  (BAS) 
e s ta b l i s h e d  by B a rc la y s  Bank i n  1973*
^  The sh o r t- te rm  w orking c a p i ta l  req u irem en ts  o f B r i t i s h  in d u s t ry  have 
been t r a d i t i o n a l l y  met by th e  c le a r in g  banks, and a good c le a r in g  
bank r e la t io n s h ip  should  always be th e  f i r s t  f in a n c ia l  l i n k  fo rged  
by th e  growing p r iv a te  company. However, i t  i s  worth s t r e s s in g  th a t  
to o  many sm all f irm s  have developed th e  h a b it  o f re g a rd in g  t h e i r  
o v e rd ra f t f a c i l i t i e s  as an easy method o f f in a n c in g  medium- and 
lon g -te rm  developm ents, r a th e r  th an  to  be  used p ro p e r ly  as working 
c a p i t a l  i n  th e  b u s in e s s .  A company needs th e re fo re  to  d is t in g u is h  
betw een i t s  s h o r t- te rm  working c a p i ta l  req u irem en ts  and i t s  needs 
fo r  lo n g -te rm  f in a n c e .
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The B u s in e ss  A dvisory  S e rv ic e  was d e s ig n e d  to  h e lp  
sm all f i rm s  w ith  a  s a le s  tu rn o v e r  o f  more th a n  £100,000 
p . a . ,  on th e  lo w er s c a le ,  and f irm s  up to  th e  s i z e  where 
th e  employment o f  a  f u l l - t i m e  a c c o u n ta n t i s  j u s t i f i e d ,  
on th e  h ig h e r  s c a l e .  The s e r v ic e  i s  f r e e  to  th e  bank*s 
cu sto m ers  and i t  i s  s t a f f e d  by fo rm er bank m anagers 
p o s s e s s in g  c o n s id e ra b le  e x p e r ie n c e  o f  d e a l in g  w ith  th e  
f i n a n c i a l  n eed s  o f  th e  sm a ll f i r m . In  a d d i t io n  th e  BAS 
m anagers a r e  p u t th ro u g h  a fo u r-m o n th  t r a i n i n g  c o u rse  on 
f i n a n c i a l  management and a d m in is t r a t io n  ru n  by one o f  th e  
l a r g e  a c c o u n tin g  f i r m s . The s e r v ic e  i s  o rg a n is e d  on th e  
d i s t r i c t  and r e g io n a l  s t r u c t u r e  o f  B a rc la y s , and th e  BAS 
m anagers fo l lo w  up r e q u e s ts  f o r  h e lp  by v i s i t i n g  f irm s  
f o r  one to  f i v e  d a y s , dep en d in g  on th e  s i z e  and s t a t u s  o f  
th e  c u s to m er.
A reas w here a d v ic e  w i l l  be g iv e n  a re  as fo l lo w s ;
•  s e t t i n g  c o rp o ra te  o b je c t iv e s
•  c o s t in g
•  b u d g e tin g
•  c a p i t a l  in v e s tm e n t a p p r a i s a l
•  c ash  flo w  f o r e c a s t i n g
•  a s s e t  management
•  th e  p ro d u c tio n  o f  management a c c o u n tin g  in fo rm a tio n ,
A f te r  a  v i s i t  h as  been  made a  b r i e f  r e p o r t  on
*
The BAS s e r v ic e s  a r e  a ls o  a v a i l a b l e  f o r  n o n -c u s to m ers .
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th e  firm  i s  p rep a red  by th e  BAS manager and a copy i s  sen t to  th e  
lo c a l  b ran ch  manager, w ith  t h i s  en ab lin g  th e  l a t t e r  to  become more 
f a m il ia r  w ith  th e  i n te r n a l  a d m in is tra tiv e  p ro ced u res  o f th e  
c u s to m e r 's  f irm .
I f  d u r in g  th e  course  o f a  v i s i t  th e  BAS manager comes a c ro ss  
a  d e ta i le d  problem  in  a  s p e c ia l is e d  a re a , th e n  th e  firm  would be 
adv ised  to  c o n ta c t a n o th e r  sou rce  of h e lp . An example would be 
a  sm all p r in t in g  firm  fa c in g  c e r ta in  problem s to  do w ith  c o s tin g  
and e s tim a tin g : in  such a case  th e  BAS manager would r e f e r  th e
f i r m 's  management to  th e  s p e c ia l is e d  s e rv ic e s  p rov ided  by  th e  
c o s t in g  d iv is io n  o p era ted  by th e  B r i t i s h  P r in t in g  I n d u s t r ie s  
F e d e ra tio n , On th e  o th e r  hand, any s p e c ia l is e d  s e rv ic e s  o ffe re d  
by B arc lay s  would be recommended i f  i t  was co n sid ered  th a t  t h e i r  
use  was a p p ro p r ia te  to  th e  needs o f  th e  c u s to m er 's  f irm . The BAS 
th e re fo re  p re s e n ts  th e  bank w ith  an o p p o rtu n ity  to  im prove bank- 
custom er r e la t io n s h ip s  a t  b ranch  le v e l .  From th e  in c e p t io n  o f th e  
s e rv ic e  i n  A p r i l ,  1973 to  November, 1975» approx im ate ly  2,500 a ss ig n ­
ments had been  u n d e r ta k e n .
M erchant Banks
The l a r g e r  m erchant banks l ik e  Hambros and H i l l  Samuel p la y
a  t r a d i t i o n a l  r o le  by o f f e r in g  a range o f s e rv ic e s  co v erin g
*
commercial ban k in g , investm en t management, c o rp o ra te  f in a n c e  and
* For exam ple, accep tance  c r e d i t  f a c i l i t i e s  whereby b i l l s  o f  exchange 
is su e d  by  a  c l i e n t  company a re  accep ted  fo r  fu tu re  payment by th e  
bank, th u s  g u a ra n tee in g  th e  b i l l s  which can be th e n  d isco u n ted  fo r  
cash  i n  th e  money m arket ; im port and export f in a n c in g  f a c i l i t i e s ;  
secu red /u n secu red  cash advances -  sh o r t and medium term  f in a n c e  
( s t e r l i n g  o r o th e r c u r re n c ie s ) ;  deb t f a c to r in g ;  le a s in g ;  d e a lin g  
i n  fo re ig n  exchange. Merchant banks a lso  a rran g e  S tock  Exchange 
q u o ta tio n s ;  a c q u is i t io n s  or m ergers; and th rough  th e  I s s u in g  
House r o l e  c a p i t a l  can be r a is e d  fo r  quoted com panies.
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developm ent , v en tu re  c a p i t a l ,  and f in a n c ia l  ad v ice . However, in  
more re c e n t tim es m erchant banks have tak en  a  c o n se rv a tiv e  l i n e  idien 
re q u e s ts  fo r  r i s k  c a p i t a l  a re  made. The t r a d i t i o n a l  m erchant bank"*" 
engaged in  th e  bu s in e s  o f r i s k  (o r  v en tu re ) c a p i t a l  does n o t appear 
to  be i n t e r e s t e d  i n  p a r t i c ip a t in g  u n le s s  th e  company i n  q u e s tio n  
g e n e ra te s  p r e - ta x  p r o f i t s  o f a t  l e a s t  £25,000 p . a . ,  o r has a  n e t 
a s s e t  va lue  o f a t  l e a s t  £100,000, and i t  w il l  a ls o  want to  advance 
a  f a i r l y  s iz e a b le  sum, i . e . ,  a  minimum o f  £50,000 up to  £ 150, 000.
In  a d d itio n , th e  bank w i l l  look  f o r  a  good re c o rd  of grow th over 
th e  p re v io u s  th re e  y e a rs  or so ; ev idence o f e f f e c t iv e  f in a n c ia l  
c o n tro ls ;  q u a l i ty  o f management and p ro d u c ts ; and m arket p o t e n t i a l .
I f  th e se  a re  a l l  s a t i s f a c to r y  th en  th e  bank may o f f e r  e i t h e r  a  s t r a ig h t  
loan  o r a  package c o n ta in in g  b o th  a  loan  and th e  ta k in g  o f an e q u ity  
s ta k e  -  no rm ally  25-30 p e r c e n t . ,  and a lso  th e  bank w il l  r e s e rv e  th e  
r ig h t  to  p u t a  r e p r e s e n ta t iv e  on th e  company's b o a rd .
Perhaps more im p o rta n t, th e  bank w il l  be lo o k in g  fo r  s i tu a t io n s  
where a  company len d s  i t s e l f  to  v igorous expansion  in  a  s h o r t  space o f 
tim e . Most m erchant banks l ik e  to  ta k e  a  f iv e -y e a r  view, or seven a t  
maximum, and w i l l  want to  ach ieve  a  c a p i t a l  p r o f i t  e i th e r  by s e l l i n g  
th e  company to  a  l a r g e r  group or by b r in g in g  i t  to  th e  m arke t, so as  
to  tu rn  over th e  b a n k 's  p o r t f o l io s  r a p id ly  and a t  an  a c c e p ta b le  p r o f i t .
* The ty p e s  o f le n d in g  a re  norm ally  b r id g in g  lo a n s , working c a p i t a l  
f a c i l i t i e s ,  a  lo an  to  purchase  c a p i t a l  equipm ent, funds to  f in a n c e  
expansion , f in a n c e  fo r  p u rchase  o r developm ent o f  p ro p e r ty . Minimum 
amounts a re  u s u a lly  about £50,000 in  th e  s h o r t -  to  medium-term ran g e , 
i . e . ,  up to  10 y e a r s .  C a p ita l can be r a i s e d  which cannot be found 
from cash  flow , p r iv a te  so u rces o r normal bank ing  f a c i l i t i e s .
+ Concerns such as S.G.W arburg; Hambros; Henry A nsbacker; C harterhouse ; 
K eyser Ullman; G uinnes P e a t; Dawnay Day; Morgan G re n fe ll ;  H i l l  Samuel; 
S ch roders; Brown S h ip ley ; Edward B a te s ; County Bank (N a tio n a l West­
m in s te r  Bank Group) ; Gresham T r u s t .  T here a re  a lso  a  number o f 
American banks which o f f e r  s e rv ic e s  i n  th e  g e n e ra l f i e l d ,  e . g . .  F i r s t  
N a tio n a l C ity  Bank, F i r s t  Empire Bank -  New York; B oston T ru s t  & 
S avings; Bankers T r u s t .
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A lte rn a t iv e ly ,  a  h ig h  r a t e  o f income w il l  be  sought to  compensate fo r  
r i s k s  ta k en .
As e n t i t i e s  th e  m erchant banks do n o t have la rg e  f in a n c ia l  
re so u rce s  o f t h e i r  own b u t r e l y  on a  wide v a r ie ty  o f c o n ta c ts  to  f in d  
th e  funds needed. A ccord ing ly , th e  banks a re  p a r t i c u l a r ly  c a r e fu l  
w ith  medium-term lo an s  so  as to  be su re  th a t  th e  company borrow ing 
th e  money i s  go ing  to  be a b le  to  pay i t  back  over th e  f iv e  o r so y e a rs  
th e  loan  c o v e rs . T h e re fo re , m erchant banks in  g en era l a re  in c l in e d  to  
develop c lo se  r e la t io n s h ip s  w ith  th e  sm all companies w ith  which th e y  
become in v o lv e d . Some even s t r e s s  t h a t  th e  p a r t i e s  in v o lv ed  should  
g e t on w ell p e rs o n a lly , as th e  r e la t io n s h ip  i s  e s s e n t i a l ly  a  c o n tin u in g  
one vdiich w il l  h o p e fu lly  see  th e  sm all company th r o u ^  to  f l o t a t i o n .  
T h is k ind  o f r e la t io n s h ip  f a c i l i t a t e s  d is c u s s io n  on th e  company's 
problem s and p o te n t ia l  p ro b lem s.
The independen t m erchant banks a re  r e l a t i v e l y  sm all o rg a n is ­
a tio n s :  most have a s t a f f  o f l e s s  th a n  500 p e rso n s . Thus th ey  can
g ive  a  very  p e rso n a l s e rv ic e  w ith  c o n t in u i ty  o f c o n tac t w ith  th e  bank 
and a lso  w ith  a  d i r e c to r  lo o k in g  a f t e r  th e  a f f a i r s  o f a  p a r t i c u l a r  
company. They a re  th e re fo re  i n  a  good p o s i t io n  to  o f f e r  a wide 
range of adv ice  on a  co n tin u in g  b a s i s ,  e s p e c ia l ly  to  sm a lle r  f irm s  
vAiose s iz e  does n o t j u s t i f y  th e  employment o f a  f u l l - t im e  f in a n c ia l  
d i r e c to r .  A lso , a  m erchant bank ing  a d v ise r  vdio can spend a day o r 
two a  month on a  r e g u la r  b a s is  w ith  a  ccanpany can h e lp  to  s tre n g th e n  
th e  l a t t e r ' s  management team , n o t on ly  th rough  h is  s p e c i f ic  s p e c i a l i s t  
s k i l l s ,  b u t a ls o  th rough  h is  b ro a d e r b u s in e s s  ex p erience  and c o n s ta n t 
exposure to  a  v a r ie ty  o f s i tu a t io n s ,  a s  w e ll a s  h is  acce ss  to  o th e r  
s p e c ia l is e d  s e rv ic e s  and in fo rm a tio n  so u rc e s .
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o th e r  F in a n c ia l O rg a n isa tio n s
T here a re  a  number o f  o th e r  f in a n c ia l  o rg a n is a t io n s  which 
p ro v id e  developm ent f in a n c e  a n d /o r 'v e n tu r e ' c a p i t a l  f o r  th e  p r iv a te  
company s e c to r ,  and th e s e  can be approached when a l l  normal bank ing , 
h i r e  p u rch ase , le a s in g  f a c i l i t i e s ,  e t  c e te r a ,  have been exhausted  -  
f o r  in s ta n c e  th e  Small B usiness C a p ita l Fund (SBCF), th e  I n d u s t r i a l  
and Commercial F inance C o rp o ra tio n  (ICFC) and th e  N a tio n a l R esearch  
and Development C o rp o ra tio n  (NRDC).
The Small B usiness C a p ita l Fund L im ited (SBCF) was se t-u p  in  
1969 to  p ro v id e  c a p i t a l  f o r  s m a lle r  p r iv a te  companies having  grow th 
p o te n t i a l ,  b u t la c k in g  adequate  f in a n c e . The SBCF i s  fin an ced  by  th e  
C o -o p e ra tiv e  In su ran ce  S o c ie ty  and th e  Norwich Union, and in v estm en ts  
a re  made in  many f i e ld s  o f a c t i v i t y ,  in c lu d in g  new v e n tu re s .^  When­
ever a  p ro p o sa l i s  th o u g h t to  have m e rit th e  company concerned i s  
t h e r e a f t e r  s tu d ie d  in  some d e t a i l ,  w ith  t h i s  c o v e r in g  an a p p r a i s a l  
o f  f in a n c e ;  management s t r e n g th s ,  w eaknesses, p o te n t ia l  fo r  
developm ent and a t t i t u d e s  to  change; th e  m arket in  which th e  company 
i s  o p e ra tin g  /  proven e x p e r t is e  in  a  chosen f i e l d ;  and th e  company's 
p o te n t ia l  w ith in  th a t  m a rk e t, nam ely a v e ry  c o m p e tit iv e  p ro d u c t .
* A company needs developm ent f in a n c e , fo r  in s ta n c e ,  Wien i t s  tu rn o v e r  
i s  grow ing so  f a s t  t h a t  i t  ru n s  out of working c a p i t a l  and cannot 
g e n e ra te  enough out o f p r o f i t s ,  i . e ,  th e  l im i t  o f i t s  bank o v e rd ra f t 
has been  reach ed .
V enture c a p i t a l  means th e  p ro v is io n  o f h i ^ - r i s k  money to  su p p o rt 
p ro m isin g  young or even new com panies, which, a l t h o u ^  only  hav ing  
a  l im ite d  ( i f  any) 't r a c k  r e c o r d ' r e q u ire  c a p i t a l  beyond th e  s e c u r i ty  
which can be  o ffe re d , i . e . ,  companies which would ach ieve  s u b s ta n t ia l  
and p r o f i t a b l e  growth over th e  medium-to lo n g -te rm .
+ The f i e l d s  i n  Wiich th e  SBCF i s  n o t in t e r e s t e d  in c lu d e  p ro p e r ty  
developm ent, h o te ls ,  g a ra g es , motor c a r s ,  a e ro p lan es  and in v e n tio n s  
which a re  n o t y e t f u l l y  developed and read y  f o r  commercial e x p lo i ta t io n ,
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Funds a re  p rov ided  — w ithout any s e t  low er o r upper l im i t  h u t 
t y p ic a l ly  i n  th e  ran g e  £50,000 to  £500,000 — t o  f in a n c e  th e  p lanned 
growth o f a  company. I n  r e tu r n  an a p p ro p r ia te  sh a re  o f th e  e q u ity  
c a p i t a l ,  p re fe ra b ly  a  m in o r ity  h o ld in g , would h e  ta k e n . I f  
n e c e ssa ry  a d d it io n a l  f in an ce  would he made a v a i la b le ,  e . g . ,  a  
d eb en tu re  or th e  n e g o tia t io n  o f a  commercial lo a n . The SBCF would 
be very  in te r e s t e d  i n  a  b u s in e ss  th a t  had th e  p o te n t ia l  to  expand 
from a  tu rn o v e r  o f ab o u t £100,000 w ith  p r o f i t s  o f  £1 5 ,0 0 0 , to  a  tu rn o v e r  
o f  £2m. w ith  p r o f i t s  o f  £400 ,000 , w ith  t h i s  to  be  a c h ie v e d  i n  f i v e  to  
e ig h t y e a r s .  The r e tu r n  on th e  in v estm en t would be  by  way o f c a p i t a l  
a p p re c ia t io n , and th e  aim would be to  r e a l i s e  a l l  o f th e  investm en t — 
s u b je c t to  th e  consen t and b e s t  i n t e r e s t s  o f  th e  e x i s t in g  sh a re h o ld e rs  — 
e i th e r  by s a le  to  th e s e  sh a re h o ld e rs , a  m u tu a lly  agreed  o u ts id e r ,  or 
by way o f a  m erger or p u b lic  o f f e r in g .
I f  n e ce ssa ry  th e  SBCF w il l  p ro v id e  management su p p o rt and 
a d v ice , th e  l a t t e r  b e in g  co n sid ered  im p o rtan t on th e  b a s i s  t h a t  sm all 
companies can r a r e ly  a f fo rd  a  com plete management team so th a t  th e  
chances a re  th a t  even th e  b e s t  p ro sp e c ts  w i l l  be  weak in  one o r more 
o f th e  main management a re a s . The s e n io r  e x e c u tiv e s  o f th e  Fund have 
had c o n s id e ra b le  ex p erien ce  in  th e  ru n n in g  o f su c c e ss fu l p r iv a te  
com panies. T h e re fo re ,  th e y  a re  f a m il ia r  w ith  th e  d a y -to -d a y  problem s 
o c c u rr in g  i n  such b u s in e s s e s . I n  a d d i t io n , a  company in  which th e  
SBCF has in v e s te d  w il l  have one o f th e  l a t t e r ' s  s e n io r  e x ec u tiv e s  
appo in ted  t o  i t s  board  to  work w ith  th e  e x i s t in g  management i n  a
* Up to  May, 1974, th e  SBCF had made in v es tm en ts  i n  about l8  companies 
t o t a l l i n g  w ell over £3m. I n  1975 th e  SBCF d id  n o t in v e s t  i n  any 
new companies; i t  con tinued  to  in v e s t  in  ccxnpanies a lre a d y  on i t s  
books. Whenever an investm en t i s  made a  fe e  i s  charged to  cover 
th e  a d m in is tra t iv e  and o th e r c o s ts  in v o lv ed  i n  th e  c o n s id e ra tio n  
and sc ree n in g  o f a  p ro p o s it io n . The SBCF te n d s  to  ta k e  a  5-10 
y e a r  view.
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c o n s u l ta t iv e  c a p a c ity , th e re b y  making a v a ila b le  e x p e r t is e  and wide
commercial and i n d u s t r i a l  ex p erien ce  to  supplem ent e x is t in g  management 
*
re s o u rc e s . Each SBCF d i r e c to r  ta k e s  an a c t iv e  i n t e r e s t  i n  h is  
com panies, and to  p rev en t lo s s  o f c o n tro l no d i r e c to r  s i t s  on more 
th a n  f iv e  b o a rd s .
The I n d u s t r i a l  and Ccmmercial F inance C orp o ra tio n  (ICFC) p ro v id es  
developm ent f in a n c e  f o r  sm a lle r  firm s a t  f ix e d  i n t e r e s t  r a t e s  fo r  a  
f ix e d  p e r io d  o f 7 to  25 y e a rs  i n  amounts ran g in g  from £5,000 to  £1m. 
and more.'*’ S ince  i t s  e s tab lish m en t in  1945 th e  ICFC has d e a l t  w ith  
approx im ate ly  4 ,000 custom ers frcan th e  sm a lle r firm  s e c to r .  A lso , 
i t  has developed  a  com prehensive range o f  s e rv ic e s , and most o f th e se  
a re  now s e p a ra te  o rg a n is a t io n s , nam ely:
•  ICFC — NUMAS (management co n su ltan cy  s e rv ic e s  f o r  th e
sm a lle r  firm  s e c to r ) .
•  ICFC Communications
•  ICFC T ra in in g
•  ICFC Computer Group
e I n d u s t r i a l  M ergers L im ited
•  T e c h n ica l Development C a p ita l L im ited
•  Ship  M ortgage F inance Company
•  E s ta te  Duty Investm en t T ru s t : EDITH (As a  r e s u l t  o f
* A nom inal fe e  i s  charged whenever an SBCF s e n io r  e x ec u tiv e  a tte n d s  a 
board  m eetin g  o f a  company i n  th e  c a p a c ity  o f a  n o n -ex ecu tiv e  d i r e c to r .
+ I n  1973 th e  SCPC and th e  F inance C orpo ra tion  f o r  In d u s try  (FCI) were 
merged t o  form F inance fo r  In d u s try  (P F i) . The sh a re h o ld e rs  o f FFI 
a re  th e  Bank o f  England, Bank o f S co tlan d , B arc lay s  Bank, L loyds Bank, 
M idland Bank, C lydesda le  Bank, N a tio n a l & Commercial Banking Group 
(The Royal Bank o f  S co tlan d , W illiam s & G ly n 's  Bank), N a tio n a l West­
m in s te r  Bank and C o u tts  & Co. The two d iv is io n s  o f FFI a re  ICFC and 
FCI: th e  form er p ro v id es  (b a s ic a l ly )  long -term  f in a n c e  up to  £1m.
f o r  sm a lle r  f i rm s , and th e  l a t t e r  amounts over £1m. f o r  la r g e r  firm s  
and p r o j e c t s .  S in ce  th e  m erger th e  ICFC has been i n  a  p o s i t io n  to  
r e f e r  s m a lle r  f irm s r e q u ir in g  more th an  £1m. to  th e  FCI.
-  More th a n  £400m. has been in v e s te d  in  th e se  sm a lle r  com panies.
297.
o p e ra tin g  in  th e  sm a lle r  firm  s e c to r  th e  ICFC came 
a c ro ss  c l i e n t s  w ith  e s ta te  d u ty  prob lem s. Accord­
i n g ly ,  th e y  were in s tru m e n ta l  in  found ing  EDITH 
which a cq u ire s  m in o r ity  i n t e r e s t s  i n  p r iv a te  
ccanpanies to  enab le  th e  vendors to  make p ro v is io n  
f o r  th e  E s ta te  Duty -  now C a p ita l T ra n s fe r  Tax -  
l i a b l e  to  a r i s e  on t h e i r  h o ld in g . EDITH i s  now a 
p u b l ic ly  quoted t r u s t  managed by ICFC.)
IC FC 's s iz e  and b ack in g  mean th a t  i t  has advan tages in  r a i s in g  
money which enab le  i t  t o  be  f l e x ib le  re g a rd in g  repaym ent te rm s, o f te n  
g e a r in g  th e s e  to  a  com pany's growth p r o je c t io n s .  Only about one- 
q u a r te r  o f IC FC 's advances have been fo r  e q u ity  p a r t i c ip a t io n  and i t  
i s  n o t r e a l l y  in t e r e s t e d  in  n u rs in g  companies to  th e  S tock  Exchange, 
th e  l a t t e r  b e in g  th e  i n t e r e s t  o f i t s  c o rp o ra te  f in a n c e  b ran ch  which 
i s  d iv o rced  from i t s  le n d in g  o p e ra tio n s . Norm ally f in a n c e  ta k e s  th e  
form of a  secu red  lo an  -  to  be used , say , fo r  th e  pu rch ase  o f  f ix e d  
a s s e ts  o r fo r  w orking c a p i t a l .  Whenever th e re  i s  an e q u ity  
p a r t i c ip a t io n  (o r  an o p tio n ) t h i s  i s  u s u a lly  i n  th e  ran g e  20 to  25 
p e r  c e n t, o f  th e  e q u ity .
ICFC does ta k e  r i s k s  and in  many c a se s , la rg e  r i s k s .  Accord­
in g ly ,  to  a s s i s t  w ith  a p p ra is a ls  th e re  i s  an experienced  s t a f f  
in c lu d in g  a c c o u n ta n ts , e n g in ee rs , m arke ting  and o th e r  e x p e r ts .  I f  
f in a n c e  cannot be p ro v id ed , a  c o n tr ib u tio n  w i l l  s t i l l  be  made by 
p o in t in g  out to  management th e  d i f f i c u l t i e s  which ICFC see s  i n  
c e r ta in  p ro p o s a ls . The a p p ra is a l  w i l l  c o n s id e r s e v e ra l a sp e c ts  o f 
a  p a r t i c u l a r  ccxnpany's o p e ra tio n s , e . g . , f in a n c ia l  management and 
p la n n in g , o rg a n is a t io n  s t r u c tu r e  and management su c c e ss io n , m arketing . 
R e je c tio n s  u s u a l ly  r e f l e c t  a  la ck  o f  f a i t h  i n  a  p roduct or company.
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I t  i s  a p p re c ia te d  th a t  th e  sm a lle r  businessm an i s  eager t o  develop  
h is  own management s ty le  and develop  h is  own b u s in e s s  i n  h i s  own way.
T h e re fo re , i t  i s  p o lic y  n o t t o  i n t e r f e r e  i n  d a y -to -d a y  management, b u t 
t o  p ro v id e  a  sym pathetic  e a r  re g a rd in g  problem s as  and Wien th ey  a r i s e ,  
i . e . ,  adv ice  and management s e rv ic e s  from any one o f th e  ICPC su b sid ­
i a r i e s  i s  a v a i la b le .  U nlike some o th e r  developm ent c a p i t a l
s p e c i a l i s t s  th e  ICPC does no t i n s i s t  on p u t t in g  a  d i r e c to r  on th e  b o ard  
o f a custom er company. Such a  p o l ic y  would o f  cou rse  be im p ra c tic a b le  
as th e  ICFC has had as many as 2 ,500 custom ers a t  any one p o in t  i n  tim e  
( f o r  in s ta n c e  i n  1974). However, th e re  can b e  ex cep tio n s : f o r  example
where th e re  i s  an obvious gap i n  management s t r e n g th  an independent 
nominee d i r e c to r  may be ap p o in ted  to  f i l l  i t .  S t i l l ,  on ly  some 4 p e r 
c e n t, o f th e  companies in  which th e  C orpo ra tion  has so f a r  in v e s te d  
have had an ICFC nominee on t h e i r  b o a rd .
T ech n ica l Development C a p ita l (TDC) i s  th e  ven tu re  c a p i t a l  arm 
o f  th e  ICFC. I t s  prim e fu n c tio n  i s  to  h e lp  e n tre p re n e u rs  c r e a te  new 
or extend e x is t in g  b u s in e ss  based  on w orthw hile  te c h n o lo g ic a l in n o v a tio n .
TDC w il l  c o n sid e r any new k in d  o f p ro p o s it io n  which may in v o lv e  e i th e r  
a  p ro d u c t, p ro c e ss  or s e rv ic e  to  be su p p o rte d  a t  any s ta g e .  However, 
th e  c lo s e r  i t  i s  t o  commercial r e a l i s a t i o n  th e n  th e  more l i k e l y  t h e r e  w i l l  be 
a  fav o u rab le  a ssessm en t. TDC lo o k s fo r  an in d iv id u a l  or team sub­
m it t in g  a  good b u s in e s s  p lan  -  o r ig in a l  id e a s ,  a  w e ll-d e f in e d  m arket, 
a  w e ll-b a lan ced  management team -  f o r  s e t t in g -u p  a  new company o r 
expanding an e x i s t in g  one. However, in  p r a c t ic e  TDC has i n  th e  p a s t  
supported  a  number o f peop le  w ith  te c h n ic a l  e x p e r t is e  and very  l i t t l e  
b u s in e ss  ex p erien ce  by draw ing on accum ulated ex p erience  -  fo r  in s ta n c e  
w ith  th e  drawing^up o f a  f in a n c ia l  p la n  -  and p ro v id in g  management ad v ice  
i n  th e  weak a re a s .  TDC has a lre a d y  p rov ided  over £11m. of h igh  r i s k
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c a p i t a l  to  sm all and v ery  sm all b u s in e s se s  and c u r r e n t ly  in v e s t s  a t  
a  r a t e  o f around £1m. a  y e a r : i t s  p o r t f o l io  i s  sp read  among over 100
companies a c ro ss  th e  co u n try . The g en e ra l scope o f i t s  le n d in g  i s  
between £3,000 and £500,000 which i s  advanced i n  th e  form o f medium- 
o r long -term  lo a n s  accompanied by s u b s c r ip t io n  o f o rd in a ry  sh are  
c a p i t a l ,  o r an o p tio n  to  co n v ert a  p o r t io n  o f  th e  lo an  in to  a  m in o r ity  
sh are  o f th e  e q u ity . TDC complements NRDC -  w ith  whom i t  h as a  number 
o f jo in t  in v estm en ts  -  by c o n c e n tra tin g  on th e  p o s t-p ro to ty p e  p ro d u c tio n  
and m arke ting  s ta g e s  o f th e  in n o v a tio n  c y c le .
The governm ent-financed  N a tio n a l R esearch  and Development 
C o rp o ra tio n  (NRDC) w il l  p ro v id e  f in a n c e  f o r  a  company o r an in d iv id u a l  
d ev e lo p in g  a  p roduct or id e a  th a t  i s  te c h n o lo g ic a lly  in n o v a tiv e , n o t 
e a s i ly  fin an ced  from normal commercial so u rc e s , p o sse ss in g  commercial 
p o te n t i a l ,  and fo r  an in v e n to r  o r d ev e lo p e r p rep a red  to  c o n tr ib u te  
funds on a  j o in t  b a s i s .  NRDC d i f f e r s  from o th e r  so u rces  o f v en tu re  
c a p i t a l  i n  th a t  i t  comes in to  a p ro je c t  a t  an e a r l i e r  s ta g e , i . e . ,  
unsounded and u n te s te d  te c h n o lo g ic a l p ro je c ts  which e v e n tu a lly  can 
be m arketed in  th e  n a t io n a l  i n t e r e s t .  .NRDC w il l  n o t, however, supply  
f in a n c e  f o r  th e  commercial e x p lo i ta t io n .  NRDC h as been in s tru m e n ta l 
i n  en ab lin g  a  number o f in d iv id u a ls  to  form new te c h n ic a l ly  o r ie n te d  
b u s in e sse s  and i s  p rep a red  a ls o  to  make jo in t  in v estm en ts  w ith  o th e r  
v en tu re  c a p i t a l  o rg a n is a t io n s . NRDC may a c q u ire  th e  r ig h t s  o f an 
in v e n tio n  which has o r ig in a te d  from government dep artm en ts  or 
u n iv e r s i t i e s ,  and th e n  seek in d u s t r i a l  f irm s  in te r e s t e d  i n  m anufactur­
in g  i t  com m ercially  under l ic e n c e .  I n  th e  case  o f  a new b u s in e s s  w here 
th e  p ro d u c t to  be s u p p o rte d  i s  th e  m ain a c t i v i t y ,  th e  NRDC m i l  seek  
an e q u ity  p a r t i c i p a t i o n .
Sometimes th e  s i tu a t io n  a r i s e s  w here i t  i s  n e c e s s a ry  to  ta k e
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c o n tro l o f  an e n te r p r i s e ,  w ith  t h i s  c o n tro l th en  r e v e r t in g  hack  once 
th e  p r o je c t  becomes a  su cc e ss . A lso, th e re  i s  a  r i g h t  to  ap po in t 
board  managers Wio may become in v o lv ed  w ith  th e  ru n n in g  o f a  p a r t i c ­
u la r  company; exp erien ce  has shown th a t  such an involvem ent 
c o n tr ib u te s  to  th e  success  o f  a  p a r t i c u la r  p r o je c t .  L a s tly , NRDC 
can a ls o  p ro v id e  management s e rv ic e s  i f  re q u ire d .
I n  r e c e n t  y e a rs  a  number o f b u s in e ss  f irm s , p a r t i c u l a r ly  
th o se  w ith  a  s u b s ta n t ia l  tu rn o v e r  in v o lv in g  many sm all o rd e rs , have 
used th e  s e rv ic e s  o f a  f a c to r in g  company ( e . g . ,  H & H F a c to rs  L td . ,  
C re d it F a c to r in g /N a tio n a l W estm inster Bank Group, A lex Lawrie 
F a c to rs  L td .)  i n  o rd e r to  in c re a s e  t h e i r  working c a p i t a l .  T h is  has 
occurred  a g a in s t  th e  background o f in d u s try  over, say , th e  l a s t  
15 y e a rs  m anufactu ring  i n t e r n a l ly  some o f th e  c r e d i t  which was 
p re v io u s ly  p rov ided  by th e  c le a r in g  banks, i . e . ,  each firm  i s  
s im u lta n eo u s ly  t r y in g  to  reduce  th e  p e rio d  o t i t s  d e b to r  le d g e r  and 
extend th a t  o f i t s  c r e d i to r  le d g e r .
The fa c to r in g  company ta k e s  over th e  c o l le c t io n  o f i t s  c l ie n ts *  
book d e b ts  and pays th e  c l i e n t  th e  f u l l  amount o f  th e  book d e b ts  to  
an agreed  average m a tu r ity  d a te  or a g a in s t c o l le c t io n s ,  and a lso  
r e l i e v e s  th e  c l i e n t  from th e  c o s t o f b o th  a d m in is te r in g  and c o l le c t in g  
d e b ts , and th e  c o s t o f c r e d i t  in su ra n c e . The f a c to r  w il l  a lso  lend  
money (and i s  g e n e ra lly  asked to  do so) a g a in s t  th e  s e c ru i ty  o f th e  
book d e b ts  t r a n s f e r r e d  to  i t ,  i n  advance o f th e  agreed  m a tu r ity  d a te ,  
a t  a  r a t e  o f i n t e r e s t  a  few p o in ts  i n  excess o f  o v e rd ra f t  r a t e s .
The fa c to r in g  companies a re  p a r t i c u l a r  about th e  k ind  o f firm  
th a t  th e y  w il l  do b u s in e ss  w ith . G en era lly , th e  fo llo w in g  q u a l i fy in g  
c o n s id e ra tio n s  w il l  apply : a  good rec o rd  o f grow th or growth p o te n t i a l ;
good p r o f i t a b i l i t y  or p r o f i t  p o te n t ia l ;  p lan s  f o r  expansion; e f f e c t iv e
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management c o n tro ls ;  no p rev io u s  h is to r y  o f p re s s in g  c r e d i to r s ;  a  
good p ro d u c t t h a t  s e l l s  c o n s is te n t ly  w e ll; an annual s a le s  tu rn o v e r 
o f  a t  l e a s t  £50,000 (some f a c to r in g  companies s p e c ify  a  h ig h e r  f ig u re  
i n  range £100,000 to  £200,000, w hile  o th e rs  w il l  c o n s id e r  a  tu rn o v e r  
o f l e s s  th a n  £50,000 i f  a  p a r t i c u l a r  firm  has v e ry  good p ro s p e c ts  fo r  
ex p an sio n ); s u i ta b le  t r a d e ,  bank, custom er and c r e d i t  r a t in g s ;  good 
custom ers; and th e  p e r s o n a l i t i e s  and c h a ra c te rs  o f th e  p eo p le  runn ing  
th e  company. The c o s t o f  th e  s e rv ic e  i s  much th e  same as a  c le a r in g  
bank o v e rd ra f t ,  p lu s  a  second charge fo r  th e  c r e d i t  management s e rv ic e s  
elem ent Wiich can vary  acco rd in g  to  th e  ty p e  and s iz e  o f firm  -  u s u a lly  
between 0 .7 5  and 3*5 p e r  c e n t .  Advances from th e  f a c to r in g  company a re  
norm ally  70 to  80 p e r c e n t ,  a g a in s t  c u rre n t d e b to rs  on a  con tinuous 
month by  month b a s i s  re c e iv e d  i n  cash  w ith in  tw e n ty -fo u r hou rs  o f th e  
in v o ic e s  b e in g  s e n t o u t: th e  b a lan ce  i s  re c e iv e d  a f t e r  th e  f a c to r
o b ta in s  f u l l  payment on th e  in v o ic e s .
The b e n e f i t s  o f f a c to r in g  as an a l t e r n a t iv e  source  o f f in a n c e  
a re , th e r e f o r e ,  in c re a se d  l i q u i d i t y  fo r  f in a n c in g  f u r th e r  b u s in e s s ;  
no s a le s  le d g e r  headaches; low er accountancy c o s ts ;  no d e b t - c o l le c t in g  
w o rrie s ; low er d e b t - c o l le c t in g  c o s ts ;  more e f f e c t iv e  c o l le c t in g ;  
b e t t e r  p u rc h a s in g  term s from s u p p lie r s ;  and no lo s s  o f c o n tro l to  
o u ts id e  f in a n c ia l  i n t e r e s t s .  M oreover, u s in g  a  f a c to r in g  company to  
c a r ry  out c e r t a in  fu n c tio n s  in  th e  a re a  o f c r e d i t  management enab les 
th e  sm a lle r  firm  to  ach ieve  a  le v e l  o f e f f ic ie n c y  which may n o t be  
approached u n le s s  a  com prehensive acco un ting  fu n c tio n  i s  e s ta b lis h e d  
i n t e r n a l l y .  A lso , th e  sm all firm  ( in  p a r t i c u la r )  can avoid  u s in g  
sc a rc e  managanent re so u rce s  to  chase overdue acco u n ts .
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AGENCIES AND BUREAUX
P ersonnel and S ta f f  A gencies
B efore  th e  tu rn  o f  th e  c en tu ry  th e  p ro fe s s io n a l  in te rm e d ia ry  
co n cen tra ted  la r g e ly  on dom estic  and a g r i c u l tu r a l  w orkers, h u t s in c e  
th e  e a r ly  l 900s th e  em phasis o f t h i s  b u s in e s s  has been on th e  
p ro v is io n  o f o f f ic e  s t a f f ,  m ain ly  because  th e  demand fo r  o f f ic e  
w orkers has been  in c re a s in g  s te a d i ly  s in c e  th e  e a r ly  l9 2 0 s . I n  
re c e n t y e a rs  th e  s t a f f  ag en c ies  have expanded th e  p ro v is io n  o f 
pe rso n n el s e rv ic e s  i n to  a re a s  such as  th e  i n d u s t r i a l  la b o u r m arket 
fo r  s k i l le d  and u n s k il le d  w orkers. A ccord ing ly , some o f th e  s t a f f  
agencies have developed  in to  m u lti-p u rp o se  o rg a n is a t io n s , e .g . ,
A lfred  Marks B ureau, Reed E xecu tive  Group, R andstad Employment Agency. 
Areas of a c t i v i t y  now in c lu d e  s t a f f  re c ru itm e n t s e rv ic e s  fo r  s e c r e t a r i a l  
and c l e r i c a l  s t a f f ,  a c c o u n ta n ts , bank ing , b ro k in g  and f in a n c e  s t a f f ;  
m arketing  and s a le s ;  s e n io r  and ex ecu tiv e  s e c r e ta r ie s ;  te c h n ic a l  and 
i n d u s t r i a l ; c a te r in g ,  r e t a i l ,  n u rs in g  and t r a v e l ;  h a i r d r e s s e r s ;  
te le p h o n is ts  and t e l e x  o p e ra to rs ;  t r a n s l a t o r s  and b i - l in g u a l  s e c r e t ­
a r ie s ;  o v erseas  re c ru itm e n t, and so f o r th .  A lso , some ag en c ies  have 
moved in to  re c ru itm e n t co n su ltan cy  fo r  e x ec u tiv e , p ro fe s s io n a l  and 
m anageria l s t a f f  ( e . g . ,  Reed E xecu tive  Group); o th e rs  have s p e c ia l is e d  
in  a reas  such as bank ing  ( Jo n ath an  Wren) and accountancy (Reed E xecu tive  
Group) ; and some p ro v id e  te n p o ra ry  c o n tra c t in g  s e rv ic e s ,  e .g .  Manpower, 
Reed Executem ps. The l a t t e r  p ro v id es  tem porary  accountancy  s t a f f  a t  
a l l  le v e ls  from book-keeper to  f in a n c ia l  d i r e c to r .
A lthough th e  s t a f f  agency, u n lik e  th e  re c ru itm e n t co n su ltan cy , 
w il l  n o t work very  c lo s e ly  w ith  th e  c l i e n t ,  th e  use  o f  th e  s e rv ic e s  
o ffe re d  -  th e  sc re e n in g  and s h o r t l i s t i n g  o f s u i ta b le  c an d id a te s  fo r  
a  fe e  based  on th e  s t a r t i n g  s a la ry  -  can lead  to  a  sav in g  in  b o th
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tim e  and e f f o r t ,  e s p e c ia l ly  in  th e  case  o f a  sm all firm  th a t  has i t s  
managing d i r e c to r ,  o r some o th e r  s e n io r  employee h a n d lin g  th e  
p e rso n n e l fu n c tio n . The sm all firm  can a ls o  supplem ent management 
re so u rc e s  by  making use  o f th e  tem porary  c o n tr a c t in g  s e rv ic e s  o ffe re d  
by th e  s t a f f  a g en c ie s . For example, th e  s e rv ic e s  o f  a  tem porary  
acco un tan t could  be o b ta in ed  as  and Wien n e c e ssa ry , e s p e c ia l ly  i n  th e  
s i tu a t io n  where th e re  i s  i n s u f f i c i e n t  work a v a i la b le  to  j u s t i f y  making 
a  perm anent appointm ent i n  t h i s  a re a . Temporary s t a f f  can be used in  
o th e r  a re a s  as a  s to p -g ap  m easure b e fo re  a  perm anent appointm ent
i s  made; to  cover h o lid a y  and s ic k n e ss  le a v e ; to  overcome la b o u r 
sh o r ta g e s ; to  u n d ertak e  s p e c ia l  p r o je c ts  o r ru sh  o rd e rs ; and to  cope 
w ith  p e r io d s  Wien th e  demand fo r  p ro d u c ts  o r s e rv ic e s  i s  a t  i t s  h i p e s t .
Computer Bureaux
Wherever th e re  a re  s tan d a rd  acco u n tin g  and a d m in is tra tio n  
ro u t in e s  i t  i s  u s u a lly  p o s s ib le  to  d e s ig n  a  com puter system to  under­
ta k e  th e  work. I f  a  s tan d a rd  system  i s  t h e r e a f t e r  o ffe re d  to  many
u s e r s  and opera ted  th rough  a c e n t r a l  com puter, th e  c o s t to  each u se r
*
may be r e l a t i v e l y  low. T h is , th e r e f o r e ,  i s  th e  c r i t e r io n  on which 
many computer bu reau  s e rv ic e s  a re  b a sed . F or th e  sm all b u s in e s s  firm  
u s in g  computer bu reau  s e rv ic e s  th e re  a re  s e v e ra l  b e n e f i t s  which can 
be o b ta in ed , namely;
a . Some ro u t in e  and r e p e t i t i v e  work can be e lim in a te d .
* Assuming th a t  th e  prim e re c o rd s  o f  account a re  w ell m a in ta in ed . 
Depending on th e  s iz e  o f a  p a r t i c u l a r  o p e ra tio n , i t  may r e q u ir e .  
Say, on ly  two f u l l - t im e  s t a f f  fo r  th e  d a y -to -d a y  ru n n in g  o f an 
accoun ts  o f f ic e .  T h e re a f te r  i t  i s  n o t to o  d i f f i c u l t  to  make use  
o f a computer bu reau  to  p re p a re  m onthly management accounts and to  
p ro v id e  management c o n tro l in fo rm a tio n . I t  i s  n o t g e n e ra lly  
a p p re c ia te d  th a t  bureaux  can be used to  m a in ta in  th e  le d g e rs  and 
to  produce m onthly management accounts f o r  l e s s  th a n  £2,000 p .a .
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b. The p ro d u c tio n  o f  mansigement and acco u n tin g  in fo rm a tio n  on a 
re g u la r  b a s i s ,  e .g . ,  weekly s t a t i s t i c s  co v erin g  s a le s  and c o s ts ;  
m onthly management acco u n ts ; s to ck  f ig u r e s ;  le d g e r  acco u n tin g .
’c. C osts a re  o f te n  low er th an  th o se  which would be in c u rre d  as a  
r e s u l t  o f em ploying a  c le r k  to  u n d ertak e  s im i la r  work in t e r n a l l y ,  
d . I n  th e  case  o f  a  sm all firm  o b ta in in g  com prehensive s e rv ic e s  from 
a  ccxnputer b u reau  th e re  w il l  be a  consequent re d u c tio n  i n  th e  
number o f c l e r i c a l  and acco u n tin g  s t a f f  vdiich need to  be  employed. 
Some bureaux  p ro v id e  more s p e c ia l is e d  s e rv ic e s  such as p a y ro ll  
com putation , g e n e ra l c o s tin g , p ro fe s s io n a l  c o s t in g  and f in a n c ia l  
acco u n tin g . O th ers  p ro v id e  d a ta  p ro c e ss in g  s e r v ic e s  fo r  p a r t i c u la r  
i n d u s t r ie s ;  f o r  in s ta n c e ,  th e  r e t a i l  m otor t r a d e  , employment 
ag en c ie s , p r in t in g .
An a l t e r n a t iv e  to  th e  computer b u reau  i s  th e  machine acco u n tin g  
b u reau . The l a t t e r  g e n e ra lly  p ro v id es  a  p a r t i a l  or f u l l  book-keeping  
s e rv ic e  fo r  th e  sm all f irm , and some w il l  p roduce management in form ­
a t io n  (w eekly) and management accounts (m onthly) as w e ll .  In  a d d itio n , 
some p r o p r ie to r s  w il l  o f f e r  g e n e ra l adv ice  i n  th e  a re a  o f f in a n c ia l  
management and a d m in is tra t io n .
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OTHER ORGANISATIONS
Over th e  l a s t  th re e  y e a rs  or so a number o f o rg a n is a tio n s  
have been e s ta b lis h e d  to  p ro v id e  s e rv ic e s  to  sm all f irm s i n  th e  form 
of p a r t- t im e  d i r e c to r s ,  n o n -ex ecu tiv e  d i r e c to r s  and a d v is e r s .  The 
schemes vdiich have been in tro d u ced  have been c a l le d ,  f o r  example,
'borrow  an e x e c u t iv e '; 'v i s i t i n g  f in a n c ia l  d i r e c to r  s e r v i c e ';  and 
' l e a s e  an e x e c u t iv e '.  The aim o f th e se  schemes i s  to  p ro v id e  manage­
ment and / o r  te c h n ic a l  e x p e rts  to  f i l l  a  ( te n p o ra ry )  void  i n  management 
re so u rc e s  o r to  un d ertak e  s p e c ia l  s tu d ie s .
The 'borrow  an e x e c u tiv e ' scheme was in tro d u c e d  i n  th e  M idlands 
( e a r ly  1976) by th e  T ra in in g  S e rv ice s  Agency and th e  Small Firm s 
In fo rm a tio n  C en tre , whereby se n io r  b u s in e ss  e x ec u tiv e s  vdio have been 
made red u n d an t, and r e t i r e d  a d m in is tra to rs  a re  ' l e n t '  to  sm all f irm s  
fo r  about two weeks. The TSA has run  e i^ t - w e e k  co u rses  fo r  th e se  
in d iv id u a ls  on a sp e c ts  o f sm alle r b u s in e ss  management. A fte r  com pleting  
th e  co u rse  th e  p a r t i c ip a n ts  w il l  a c t i n  an ad v iso ry  c a p a c ity  -  f r e e  o f 
charge -  t o  a  sm all firm  th a t  has p re v io u s ly  made a  re q u e s t fo r  
co n su ltan cy  a s s is ta n c e .
A nother scheme th a t  i s  a v a ila b le  -  th e  ICPC-NUMAS v i s i t i n g  
f in a n c ia l  d i r e c to r  s e rv ic e  -  h inges on th e  o ccas io n a l p re sen ce  o f a 
h i ^ l y - q u a l i f i e d  and experienced  f in a n c ia l  e x ec u tiv e  to  i n t e r p r e t  
management in fo rm a tio n , to  g ive  guidance on th e  d a y -to -d a y  management 
o f cash  and to  a s s i s t  w ith  making commercial and f in a n c ia l  p la n n in g  
d e c i s i o n s . U n d e r  t h i s  scheme an ICPC-NUMAS f in a n c ia l  c o n su lta n t 
( a  q u a l i f ie d  acco u n tan t) i s  appoin ted  to  m on ito r th e  c l i e n t 's  m onthly 
r e s u l t s  c a r e f u l ly  and to  re p o r t  to  th e  d i r e c to r s  on any m a tte rs  which 
r e q u ir e  a t t e n t io n .  A ss is ta n ce  i s  g iven  w ith  th e  p re p a ra t io n  o f budgets;
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re g u la r  v i s i t s  a re  made by th e  c o n su lta n t to  h e lp  c l i e n t s  update  cash 
f o r e c a s ts ;  to  d is c u s s  p r ic in g  p o lic y ; to  examine c a p i t a l  ex p en d itu re  
p ro p o sa ls ; and to  g e n e ra lly  perform  th e  r o le  o f  p a r t - t im e  f in a n c ia l  
d i r e c t o r .
A n e c e s sa ry  p a r t  o f th e  scheme i s  th e  r e - o rg a n is a t io n  o f th e  
e x is t in g  book-keep ing  system  and f in a n c ia l  re c o rd s  i n  a  form th a t  i s  
s u i ta b le  f o r  com puter bureaux  p ro c e ss in g ; t h i s  ta s k  i s  su p erv ised  by 
th e  ICPC-NUMAS f in a n c ia l  c o n s u lta n t .  T h e re a f te r ,  th e  v i s i t i n g  
f in a n c ia l  d i r e c to r  s e rv ic e  commences on a r e g u la r  m onthly b a s i s .  I t  
i s  c laim ed th a t  th e  c o s t o f th e  s e rv ic e  ( in c lu d in g  th e  b u reau  s e rv ic e s )  
i s  much l e s s  th a n  th e  c o s t o f em ploying a  f u l l - t im e  f in a n c ia l  d i r e c to r .
In  th e  p e rso n n e l management f i e l d  an ad v iso ry  s e rv ic e  -  
P erso n n e l Management A dvisory S e rv ice  (PERMAS) -  was s e t  up in  1973 
by th e  I n s t i t u t e  o f P ersonnel Management in  c o n ju n c tio n  w ith  th e  
S ta f f  Management A sso c ia tio n  (w h ite  c o l la r  s e c tio n )  o f  th e  I n s t i t u t e .  
The s e r v ic e ,  which i s  v o lu n ta ry  and n o n -p ro f i t  making, o f f e r s  co n fid ­
e n t i a l  gu idance  to  sm a lle r  firm s lo c a te d  in  th e  C ity  o f  London th a t
*
cannot j u s t i f y  employing a  s p e c i a l i s t  to  hand le  p e rso n n e l m a tte r s .
The s e r v ic e  i s  based  a t  th e  C ity  U n iv e rs ity  and th e re  a re  about t h i r t y  
p e rso n n e l s p e c i a l i s t s  a v a ila b le  fo r  one-hour lo n g  c o n s u l ta t io n s ,  w ith 
th e se  b e in g  arran g ed  every Wednesday evening.
The a d v is e rs  o f f e r  adv ice  on o rg a n is a tio n  and manpower p lan n in g ; 
re c ru itm e n t,  pay and employment c o n d itio n s ; employee r e l a t i o n s ;  and 
ed u ca tio n  and t r a in in g .  Involvem ent w ith custom ers beyond th e  i n i t i a l  
c o n s u l ta t io n  i s  n o t so ugh t. However, fo llow -up  ad v ice  w il l  be p lanned
* As a  g e n e ra l r u l e  i t  i s  co n sid ered  th a t  once a  firm  employs, about 
200 p e rso n s  th e r e  i s  a need to  employ a f u l l - t im e  p e rso n n e l o f f i c e r .
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a s  re q u ire d , e .g . ,  th e  C ity  U n iv e rs ity  w il l  p ro v id e  a  back-up  s e rv ic e  
( f o r  th e  a d v ise rs )  f o r  more d e ta i l e d  problem s faced  by custom ers, and 
a ls o  th e  r e s u l t s  o f  r e le v a n t  re s e a rc h  w il l  be  made a v a i la b le .  The 
s e rv ic e  has been e s ta b l is h e d  a g a in s t  th e  background o f  an in c re a s e  in  
l e g i s l a t i o n  on p e rso n n e l m a tte rs  — ran g in g  from redundancy payments 
and t r a in in g  to  equal pay and in d u s t r i a l  r e l a t i o n s ;  h i ^  r a t e s  o f 
la b o u r  tu rn o v e r; in c re a s in g  u n io n is a t io n  o f  w h i te - c o l la r  w orkers 
w ith  many o f th e se  new p e rso n n e l to p ic s  p o s in g  problem s beyond th e  
ex p erien ce  of some sm all firm  managements.
F in a l ly ,  th e re  a re  o rg a n is a tio n s  s p e c ia l i s in g  in  th e  p ro v is io n
o f a  com prehensive ran g e  o f p e rso n n e l s e rv ic e s  to  sm a lle r  f i rm s . For
in s ta n c e ,  one o rg a n is a tio n  lo c a te d  in  th e  South West w i l l  p ro v id e
p e rso n n e l co n su ltan cy  and c o u n se ll in g  s e rv ic e s  on a c o n tin u in g  b a s i s ,
in c lu d in g  th e  upkeep o f p e rso n n e l re c o rd s  on b e h a lf  o f c l i e n t s  which
*
a re  to o  sm all to  e s ta b l i s h  an i n te r n a l  p e rso n n e l dep artm en t.
* In  a d d itio n , t h i s  o rg n is a tio n  w i l l  p ro v id e  any o f  th e  fo llo w in g
s e rv ic e s :
J o b • a p p ra is a l ,  d e s c r ip t io n  and s p e c i f ic a t io n ;  s e le c t io n  
and re c ru itm e n t o f s t a f f  in c lu d in g  s h o r t l i s t i n g  and f i n a l  
in te rv ie w in g  o f c a n d id a te s ; s a la r y  p la n n in g ; ad v ice  on 
management su ccess io n  problem s; d e v is in g  in-com pany 
t r a in in g  schemes and management developm ent programmes; 
p ro v is io n  o f tem porary  book-keep ing  s t a f f .
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A ppendix 5*1 » Q u e st io n n a ir e s  Used in  th e  Study on P r o v id e r s  
and U se r s .
C o n fid e n tia l
UNIVERSITY OF BATH 
SCHOOL OF MANAGEMENT 
OUTSIDE SERVICES FOR SMALL FIRMS
SECTION A ; CORPORATE PROFTLE
1. When, and f o r  what re a so n  was .................................... e s ta b lis h e d ?
2. Have th e  o r ig in a l  o rg a n is a t io n a l  o b je c t iv e s  been m od ified  o r 
changed s in ce?
•  What were th e  re a so n s  fo r  th e  m o d if ic a tio n s  an d /o r 
changes -  i f  any ?
3. W ill you g iv e  th e  fo llo w in g  d e ta i l s  :
3.1 The number o f  personnel employed i n i t i a l l y ,  and a lso  
a t  p re s e n t .
3 .2  The q u a l i f i c a t io n s  o f the  s e n io r  s t a f f .
3 .3  An o rg a n is a t io n  c h a r t a n d /o r a  v e rb a l d e s c r ip t io n  
o f th e  o rg a n is a t io n  s t r u c tu r e .
4 . What f a c to r s  have in f lu e n c e d  the  grow th and developm ent o f  your 
o rg a n is a tio n ?
•  What c o n s t r a in t s  have been faced ?
SECTION B ; SERVICES AVAILABLE
5. P le a se  g iv e  f u l l  d e t a i l s  o f  a l l  th e  s e rv ic e s  o ffe re d  to  sm all firm s
6 . Why a re  th e se  s e rv ic e s  o ffe re d ?
7. P le a se  in d ic a te  how th e  se rv ic e s  have been  developed in  re c e n t 
tim es .
8 . What a re  th e  c o s ts  o f  th e  v a rio u s  s e rv ic e s ?
9 . In  g e n e ra l  term s, how can your o rg a n is a t io n  (a ) s tre n g th e n
management, and (b) improve th e  e f f ic ie n c y  o f  a  sm all f irm  c l ie n t?
10. C oncerning the p ro v is io n  o f  s e rv ic e s , have many problem s been 
faced  in  connection  w ith  m a in ta in in g  h ig h  s tan d a rd s?
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SECTION C ! MARKETING THE SERVICES
11. How a re  th e  s e rv ic e s  marketed?
11.1 Have m arketing  methods changed a t  a l l  in  r e c e n t  tim es?
1 1 . 2  Are m arketing  methods l i k e l y  to  change in  th e  fu tu re ?
12. What m arke ting  problem s have been faced ?
13. I s  th e  lo c a t io n  o f  th e  p ro v id er im p o rtan t as f a r  a s  th e  
e f f e c t iv e  p ro v is io n  o f  s e rv ic e s  i s  concerned .
14. I s  a  'p e rso n a l ap p ro ach ' an im portan t f a c to r  in  th e  m ark e tin g  o f 
s e rv ic e s ?
15. W ill you m ention th e  u su a l reaso n s why sm all f irm s u se  the  
s e rv ic e s  o ffe re d  by your o rg a n isa tio n ?
16. Why do sm all firm  c l i e n t s  cease u s in g  th e  s e rv ic e s?
17» How o f te n  do sm all f irm  c l ie n t s  use th e  s e rv ic e s?
18. Do sm all firm  c l i e n t s  possess any s p e c ia l  f e a tu re s  such as 
p ro g re s s iv e n e ss  an d /o r a  w illin g n e ss  to  ta c k le  and so lve  
e x i s t in g  problem s?
19. W ill you d isc u ss  th e  forms o f  c o m p e titio n  which your o rg a n is a tio n  
has faced  in  th e  p a s t?
•  Have you any id e a  what form co m p e titio n  m ight tak e  
in  th e  fu tu re ?
20. What a re  th e  advantages and d isad v an tag es  o f  b e in g  an o u ts id e  
a d v ise r?
2 1 .  What k in d  o f  resp o n se  from a sm all f irm  c l i e n t  i s  needed to  
en su re  th e  e f fe c t iv e n e s s  o f th e  s e r v ic e s  prov ided?
22. How does your o rg a n is a tio n  ta ck le  th e  problem  o f  im plem enting 
recommendat io n s?
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SECTION D ; GENERAL
23. B ea rin g  in  mind th e  d i f f e r e n t  types o f  o u ts id e  s e rv ic e  a v a ila b le  
in  th e  sm all f irm  s e c to r  -  see l i s t  ;
23.1 Are th e re  any obvious s h o r t f a l l s ?
23 .2  Do you c o n s id e r t h a t ,  g e n e r a l ly ,  o u ts id e  s e rv ic e s  
a re  m arketed e f f e c t iv e ly ,  o r  o th erw ise?
24. Do you have any p la n s  f o r  expanding a n d /o r  d evelop ing  th e  
s e r v ic e s  c u r r e n t ly  o ffe re d ?
# I f  so , what k in d  o f  c o n s t r a in t s  a re  l i k e l y  to  appear 
in  th e  fu tu re ?
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C o n fid e n tia l
UNIVERSITY OF BATH 
SCHOOL OF MANAGEMENT 
OUTSIDE SERVICES FOR SMALL FIRMS
SECTION A ; CORPORATE PROFILE
1. P lease  g iv e  th e  fo llo w in g  d e ta i l s  about your firm  ;
1.1 The re a so n s  fo r  e s ta b lish m e n t and d a te  o f  in c o rp o ra tio n .
1 .2  The approxim ate annual s a le s  tu rn o v er -  i f  known -  
f o r  th e  f i r s t  few y ears  o f  th e  f i r m ’s o p e ra t io n s .
1 .3  A d e s c r ip t io n  o f the i n i t i a l  o p e ra tio n s , s e rv ic e s  
p ro v id ed  an d /o r m arkets s e rv ic e d .
1 .4  A d e s c r ip t io n  o f  the  f i r m 's  e a r ly  o rg a n is a t io n  
s t r u c t u r e ,  in c lu d in g  th e  approxim ate number o f  
p e rso n n e l employed.
2. P le a se  d e sc r ib e  th e  c u r re n t  a c t i v i t i e s  o f  th e  firm  and how th e se  
m ight have changed in  re c e n t tim es?
SECTION B ; CORPORATE GROWTH
3. What was th e  averag e  number o f pe rso n n el employed in  th e  l a s t
th re e  y ea rs?
4 . P le a se  d e sc r ib e  th e  e x is t in g  o rg a n is a t io n  s t ru c tu re  and th e  main 
d u t ie s  o f  th e  p e rso n n e l employed?
5. What was th e  s a le s  tu rn o v e r  o f your firm  f o r  each o f  th e  l a s t  
th re e  f in a n c ia l  y e a rs?
SECTION C ; OUTSIDE SERVICES USED
6. W ill you g iv e  b r i e f  d e t a i l s  o f the  s e r v ic e s  o b ta in ed  f r o m ...................?
7 . What was th e  approx im ate  c o s t o f th e se  s e rv ic e s ?
8 . P le a se  s p e c ify  th e  r e a s o n (s )  why you o b ta in e d  s e rv ic e s  from
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9 . How was .......................................................  s e le c te d  in  th e  f i r s t  in s ta n c e ?
10. When d id  you f i r s t  o b ta in  s e rv ic e s  from   ............................. and how
o f te n  s in c e  then?
11. P le a se  d e sc rib e  th e  b e n e f i t s  o b ta in ed  from the  s e rv ic e s  p rovided  
b y ............................................... ?
12. In  which a re a s  has th e  management o f  your firm  been s tre n g th e n e d  
as  a  r e s u l t  o f  u s in g  th e  se rv ic e s  p ro v id ed  b y .................................... ?
13. Were th e re  any problem s a s so c ia te d  w ith  th e  s e rv ic e s  o b ta in e d  
from .............................................?
SECTION D : GENERAL
14. To what e x te n t do you c o n sid e r th a t  th e  s e rv ic e s  o b ta in e d  from 
................................................... have in f lu e n c e d  th e  growth o f your firm ?
15. What o th e r  o u ts id e  s e rv ic e s  -  see l i s t  -  has your firm  used?
16. Have you any id ea  what your fu tu re  req u irem en ts  fo r  o u ts id e  
s e r v ic e s  w i l l  be?
17. Do you th in k  th a t  sm all firm s in  g e n e ra l a re  s u f f i c i e n t l y  aware
o f  th e  range o f  o u ts id e  s e rv ic e s  c u r r e n t ly  a v a ila b le ?
18. Do you th in k  th a t  sm all firm s in  g e n e ra l should make b e t t e r  use
o f  th e  o u ts id e  s e rv ic e s  a v a ila b le ?
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FIELDWORK QUESTIONNAIRE
A. TYPES OF OUTSIDE SERVICE USED.
(Q u estio n s  r e l a t e  to  th e  l a s t  th re e  y e a r s ) .
Management C o n su ltan ts
1. P le a se  in d ic a te  th e  a r e a ( s )  in  which p ro b lem -so lv in g  s e rv ic e s  
were ob ta ined  :
G eneral Management and O rg an isa tio n  
F in a n c ia l Management and A d m in is tra tio n .
P erso n n e l Management, Development and T ra in in g . 
M arketing  and S a le s .
P ro d u c tio n  Management and C o n tro l.
In fo rm a tio n  and G eneral A dvice.
2. Have management c o n s u lta n ts  been used  on more th an  one occasion?
3. I f  so , have s e rv ic e s  been o b ta in ed  more o r  l e s s  on a  continuous 
b a s is ?
R ecru itm en t C o n su ltan ts
4" P le a se  give th e  fo llo w in g  d e t a i l s  :
4.1 Reasons f o r  use (e x e c u tiv e , p ro fe s s io n a l  an d /o r 
m an ageria l s t a f f ) .
4 .2  B e n e f i ts  o b ta in ed .
4 .3  Were th e  s e rv ic e s  co n sid e red  expensive?
4 .4  Are th ey  used whenever th e re  i s  a  vacancy f o r  any 
o f  th e  above m entioned s ta f f ?
T echn ica l C o n su ltan ts  (concerned w ith  th e  problem s o f  p r i n t  p ro d u c tio n )
5 . P le a se  g ive th e  fo llo w in g  d e t a i l s  :
5.1 Number o f  tim es u se d .
5 .2  A reas
5.3 B e n e f i ts .
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PIRA
6. Which o f  th e  fo llo w in g  were rece iv ed  :
6.1 R elevan t re se a rc h  f in d in g s .
6 .2  A ss is ta n ce  w ith  th e  so lv in g  o f  te c h n ic a l  an d /o r 
te c h n o lo g ic a l problems o f  p r in t in g  p ro c e sse s  and 
o p e ra tio n s .
6 .3  Use o f la b o ra to ry  an d /o r re s e a rc h  f a c i l i t i e s .
7 . B e n e f i ts  o b ta in e d .
8. Does you r firm  belong to  -  o r has i t  had c o n ta c t w ith  -  any o th e r  
r e s e a rc h  a s s o c ia tio n ?
E d u ca tio n a l E s tab lish m en ts
9. Which o f  th e  fo llo w in g  ap p lie d  :
Number o f  tim es used
U sing any te c h n ic a l ,  te c h n o lo g ic a l 
an d /o r s c i e n t i f i c  f a c i l i t i e s  a v a i l ­
a b le  from th e  v a rio u s  departm ents o f 
nearby  U n iv e r s i t ie s ,  e .g .  u s in g  th e  
f a c i l i t i e s  o f  th e  D epartm ent o f  P ap e r 
S cience a t  th e  U n iv e rs ity  o f  M anchester 
I n s t i t u t e  o f Science and Technology f o r  
so lv in g  p r in t in g  problems connected  w ith  
th e  t e n s i l e  c h a r a c te r i s t i c s  o f  paper.
Using Academic Management C o n su ltan ts  
from nearby  U n iv e r s i t ie s ,  B usiness S chools,
P o ly tech n ic s  o r C o lleg es .
Using Academic T echnical C o n su ltan ts  o r 
A dvisers from a nearby p r in t in g  c o lle g e
to  h e lp  so lve  any te c h n ic a l an d /o r te ch ­
n o lo g ic a l problems o f p r in t in g  p ro cesses  
o r  o p e ra tio n s .
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P r a c t i s in g  A ccountants
10. P le a se  in d ic a te  which o f  th e  fo llo w in g  s e rv ic e s  were o b ta in ed  ;
YES NO
F in a n c ia l  p lann ing  in c lu d in g  th e  f in a n c ia l  tech n iq u es  
o f  p r o f i t  p lan n in g , cash  flow fo r e c a s t in g  and 
c a p i t a l  investm ent e v a lu a tio n .
A dvice on sources o f  new f in a n c e .
P re p a r in g  an a p p l ic a t io n  f o r  a d d i t io n a l  f in a n c e .
C a lc u la t in g  f in a n c ia l  r a t i o s .
A dvice on management accoun ting  and b u dgetary  
c o n tr o l  system s.
A dvice on c o s tin g  and e s tim a tin g  te c h n iq u e s .
A d v is in g  on a c q u is i t io n  an d /o r m erger.
U n d ertak in g  b u s in e ss  a p p ra is a ls  a n d /o r  company 
v a lu a t io n .
F in a n c ia l  c o u n se ll in g , i . e .  d is c u s s in g  g en e ra l 
f i n a n c i a l  problem s w ith  your a c c o u n ta n t.
P re p a r in g  m onthly management acco u n ts .
E s ta te  a d m in is tra t io n  and perso n al ta x a t io n  
s e r v ic e s  f o r  d i r e c to r s .
11. B e n e f i ts  o b ta in e d .
S o l i c i to r s
12. Has your f irm  o b ta in ed  se rv ic e s  over and above g e n e ra l le g a l  
s e r v ic e s ,  e .g .
12.1 Advice on the  a c q u is i t io n  o f  f in a n c e .
12.2 Legal a sp e c ts  o f o v e rsea s  tra d in g .
12.3  O th e r ( s ) .
13. B e n e f i ts  o b ta in e d .
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Advice o r  C onsu ltancy  from th e  S u p p lie rs  o f  P ro d u ctio n  Equipment
14. B r ie f  d e t a i l s .
15. B e n e f its  o b ta in e d .
16. Were th e re  any e x tr a  c o s ts  involved?
17. Was th e  adv ice  a n d /o r consu ltancy  r e a d i ly  a v a ila b le ?
BPIF
18. C oncerning your membership, which o f  th e  fo llo w in g  ap p ly  :
R ece iv in g  p u b lic a t io n s , r e p o r t s ,  recom m endations, 
agreem ents covering  wages and c o n d itio n s  f o r  
o p e ra t iv e s ,  economic and s t a t i s t i c a l  in fo rm a tio n  
on th e  p r in t in g  in d u s try .
R eq u estin g  in fo rm atio n  an d /o r adv ice  co n cern ing  such 
a re a s  a s  in d u s t r ia l  r e l a t io n s  and la b o u r m a tte r s ;  
l e g i s l a t i o n  a f f e c t in g  th e  p r in t in g  in d u s try ;  HMSO 
c o n tr a c ts ;  le g a l  m a tte rs  connected  w ith  ru n n in g  your 
b u s in e s s ; ed u ca tio n a l m a tte rs  such as t r a in in g  
management, a d m in is tra tio n , te c h n ic a l ,  c r a f t  and 
o p e ra tiv e  p e rso n n el; c o s tin g  system s and e s tim a tin g  
p ro ced u res ; su p p lie rs  o f m achinery , m a te r ia ls  and 
s e rv ic e s ;  and computer ty p e s e t t in g .
E xecutives/M anagers a tte n d in g  c o u rse s , co n fe ren ces  
and le c tu r e s  run  by th e  BPIF.
E xecutives/M anagers a tte n d in g  a s s o c ia t io n /A ll ia n c e  
m eetings and fu n c tio n s ; membership o f  YMP.
E xecutives/M anagers se rv in g  on a s s o c ia t io n /A ll ia n c e  
com m ittees an d /o r S tanding  Committees.
U sing th e  BPIF T echnical A dv iso ry  S erv ice  in  connec­
t io n  w ith  im proving p ro d u c tio n  e f f ic ie n c y , 
m achinery , fa c to ry  la y o u t, p ro d u c tio n  c o n tro l e t c .
U sing BPIF Management A ccountants to  i n s t a l l  th e  
'u n ifo rm  c o s t in g  sy stem '.
U sing th e  BPIF computer s e rv ic e  to  p rov ide  c o s t in g  
and acco u n tin g  in fo rm atio n .
P a r t i c ip a t in g  in  the  BPIF Management R a tio s  Scheme.
Using th e  BPIF A rb itr a t io n  arrangem ents to  s e t t l e  
any c o n tra c tu a l  d is p u te s .
S ta f f  e n ro lle d  on any o f th e  BPIF correspondence courses,
O ther ; p le a se  sp e c ify .
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19. B e n e f i ts  o b ta in ed .
20. Membership o f  any o th e r  F ed e ra tio n  o r A sso c ia tio n ?  
P ro fe s s io n a l I n s t i t u t e s .
21. Has your firm  had c o n ta c t w ith  th e  fo llo w in g  :
21.1 I n s t i t u t e  o f  P r in t in g .
21.2  I n s t i t u t e  o f  P r in t in g  Management.
21 . 3  H I M
21.4 O ther ( s ) .
22. B e n e f i t s  ;
22.1 C orporate /  In d iv id u a l Membership S e rv ic e s .
22 .2  R equesting  in fo rm atio n  and ad v ice .
22.3 O ther ( s ) .
In form ation  and Advice from Government Departments
23. P le a se  g iv e  th e  fo llo w in g  d e t a i l s  :
23.1 Type o f  in fo rm a tio n /a d v ic e  re c e iv e d .
23.2  D epartm ent/agency concerned .
23.3  B e n e f its .
PPITB
24. Which o f  th e  fo llo w in g  s e rv ic e s  were o b ta in ed  :
24.1 In fo rm atio n  on ly .
24.2 G eneral adv ice  on d e v is in g  t r a in in g  schemes fo r  
ex ecu tiv e  management, a d m in s tra tio n , te c h n ic a l ,  
c r a f t  and o p e ra tiv e  p e rso n n e l.
24.3 Membership o f  an ITB t r a in in g  group.
24.4 Sending perso n n el on ITB organised/recom m ended 
t r a in in g  co u rse s .
24.5 Advice and a s s is ta n c e  w ith  th e  s e le c t io n  and 
re c ru itm e n t o f  m a n ag e ria l, a d m in is tra tiv e  and 
te c h n ic a l p e rso n n e l.
24.6 O th e r(s ) .
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25. B e n e f its  o b ta in ed .
26. G eneral comments.
F inance O rg an isa tio n s
27. P le a se  in d ic a te  which o f  the  fo llo w in g  s e rv ic e s  were o b ta in ed  
from your C learin g  Bank ;
E s ta te  a d m in is tra tio n  and p e rso n a l 
ta x a t io n  s e rv ic e s  f o r  d i r e c to r s .
E xporting  s e r v ic e s .
A dvisory s e rv ic e s  on c o s t in g s , 
p r ic in g  p o lic y , c a p i t a l  in v e s t ­
ment, a p p r a is a ls ,  b udgeting , cash  
flow  and a s s e t  management, e .g .  such 
se rv ic e s  a re  o f fe re d  by th e  B arc lays 
B usiness A dvisory S e rv ice .
General f in a n c ia l  advice from th e  bank 
m anager.
28. In  th e  case  o f  o b ta in in g  s e rv ic e s  from a  M erchant Bank, which
o f  th e  fo llo w in g  a p p lie d  :
O bta in ing  F inance.
Advice on A c q u is it io n  a n d /o r M erger.
U ndertaking B usiness A p p ra isa ls  an d /o r Company V aluation .
Advice an d /o r consu ltan cy  on G eneral Management and 
O rg a n isa tio n .
Advice an d /o r co n su ltan cy  on F in a n c ia l Management and 
A d m in is tra tio n .
Advice a n d /o r co n su ltan cy  on P ersonnel Management, 
Development and T ra in in g .
Advice an d /o r consu ltan cy  on M arketing and S a le s .
Advice a n d /o r con su ltan cy  on P ro d u ctio n  Management
and C on tro l
In fo rm ation  and G eneral A dvice.
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29 . I f  you have o b ta in ed  s e rv ic e s  from o th e r  fin an ce  o rg a n is a t io n s ,  
e .g .  ICFC, p le a se  s p e c ify  and then  in d ic a te  which o f  th e  
fo llo w in g  s e rv ic e s  ap p lied  ;
O bta in ing  fin an ce
Advice on A cq u is itio n  an d /o r M erger.
U ndertak ing  B usiness A p p ra isa ls  an d /o r Company V a lu a tio n .
Advice an d /o r co n su ltan cy  on G eneral Management and 
O rg a n isa tio n .
Advice an d /o r con su ltan cy  on F in a n c ia l Management and 
A d m in is tra tio n .
Advice an d /o r co n su ltan cy  on P ersonnel m a tte r s .
Advice an d /o r co n su ltan cy  on M arketing and S a le s .
Advice an d /o r con su ltan cy  on P ro d u ctio n  Management 
and C o n tro l.
In fo rm a tio n  and Advice.
Agencies and Bureaux
30. Was an Employment Bureau used f o r  any o f  th e  fo llo w in g  :
30.1 To r e c r u i t  middle-management?
30.2 To r e c r u i t  a d m in is tra tio n  s ta f f ?
30.3 To o b ta in  tem porary a d m in is tra tio n  s t a f f ?
30.4  O ther ( s ) .
31. B e n e f its  o b ta in e d .
32. Was a  Computer Bureau used  fo r  any o f  th e  fo llo w in g  :
32.1 To compute the value  o f  s to ck s  an d /o r work- 
in -p ro g re ss?
32.2 To produce management accoun ts  and in fo rm a tio n  
on a  m onthly b a s is ?
32.3 O ther ( s ) .
33. B e n e f its  o b ta in ed .
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B. MANAGEMENT AREAS STRENGTHENED AS A RESULT OF USING OUTSIDE SERVICES 
34» P le a se  in d ic a te  where th e  s tre n g th e n in g  occu rred  :
34.1 General Management and O rg an isa t io n
Improved company p lan n in g  and developm ent.
C le a re r  co rp o ra te  o b je c t iv e s  and more e f f e c t iv e  
company p o lic y .
More e f f e c t iv e  company o rg a n is a tio n  and manage­
ment s t r u c tu r e  in c lu d in g  a  c le a r e r  d e f in i t i o n  o f 
management r e s p o n s i b i l i t i e s .
E xecu tive  c o u n se llin g , i . e .  g en era l management 
adv ice  re c e iv e d  by th e  managing d i r e c to r  and 
o th e r  s e n io r  p e rso n n e l.
Advice re c e iv e d  on th e  problems o f  management 
su cc e ss io n .
Advice re c e iv e d  on d iv e r s i f i c a t i o n ,  a c q u is i t io n ,  
m erger o r  b u sin ess  a p p r a is a ls .
R a t io n a l i s a t io n  o f p r in t  accoun ts  h e ld .
34 .2  F in a n c ia l Management and A d m in is tra tio n
F in a n c ia l , p r o f i t  and c a p i t a l  investm en t p lann ing .
A ss is ta n ce  w ith  p re p a rin g  your case  when app ly ing  
fo r  o u ts id e  f in a n c e .
The c a lc u la t io n  o f f in a n c ia l  and management r a t i o s .
The in tro d u c tio n  o f  management acco u n tin g  and budgetary  
c o n tro l system s an d /o r im proved c o s tin g  and e s tim a tin g  
p ro ced u res .
O rg a n isa tio n  and m ethods, work measurement and 
improved c l e r i c a l  p ro ced u res .
O ffice  equipment e v a lu a t io n  and s e l e c t i o n .
Rapid g e n e ra tio n  o f management and f in a n c ia l  
in fo rm a tio n .
P ro v is io n  o f  temporary s t a f f .
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34.3  P ersonnel Management, Deveopment and T ra in in g
E x ecu tiv e  d i r e c to r  an d /o r management t r a in in g  
and developm ent schemes.
E xecu tiv e  d i r e c to r  a n d /o r management s e le c t io n .
C le r ic a l  s t a f f  t r a in in g  and re c ru itm e n t.
In tro d u c tio n  o f wages and in c e n tiv e  schemes fo r  
p ro d u c tio n  and c l e r i c a l  s t a f f .
Job e v a lu a tio n  and d e s c r ip t io n .
I n d u s t r i a l  r e la t io n s  p o lic y .
T ra in in g  needs a n a ly s is .
34*4 M arketing  and Sales
M arket re s e a rc h  and s a le s  fo re c a s t in g .
S a le s  o rg a n is a tio n  and c o n tro l .
S a le s  t r a in in g .
34» 5 P ro d u c tio n  Management and C ontro l
L ayouts f o r  p roduction  departm en ts.
S e le c t io n  o f p la n t and equipm ent.
M a te r ia ls  hand ling  and s to ra g e .
P roduct d esig n  and value  a n a ly s is .
Work s tu d y .
Q u a lity  c o n tro l .
M a te r ia ls  waste c o n tro l .
P lanned and p rev en tiv e  m ain tenance.
D is t r ib u t io n  and t r a n s p o r t .
D eveloping n e w  p ro d u c tio n  f a c i l i t i e s .
U sing o u ts id e  re se a rc h  f a c i l i t i e s  to  so lv e  p ro d u c tio n  
p rob lem s, e .g .  PIRA, nearb y  U n iv e rs ity  o r  p r in t in g  
c o l le g e .
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34•6 In fo rm atio n  and G eneral Advice
R eceiv ing  te c h n ic a l and te ch n o lo g ica l in fo rm a tio n / 
adv ice  about th e  p r in t in g  in d u s try .
R eceiv ing  economic and f in a n c ia l  in fo rm a tio n / 
adv ice  about the p r in t in g  in d u s try .
R eceiv ing  in fo rm atio n , adv ice  and a s s is ta n c e  w ith  
the  in te r p r e ta t io n  o f new l e g i s l a t i o n  in tro d u ced  
by the  government.
35» Were any o th e r  management a re a s  s tren g th en ed ?
0 . FACTORS INFLUENCING GROWTH
36. Have you any comments to  make about th e  f a c to r s  which c o n tr ib u te d  
to  an in c re ase d  s a le s  tu rn o v e r : th e se  were p re v io u s ly  s p e c if ie d
and ranked  by you in  th e  P o s ta l Q uestionna ire?
37. Have you any comments to  make about th e  in flu en ce  which th e  use 
o f  o u ts id e  se rv ic e s  had upon th e  growth o f your firm ?
D. GENERAL
38. Has your firm  faced  any problems connected w ith  the  use o f 
o u ts id e  s e rv ic e s?
39. Can you in d ic a te  what your fu tu re  requ irem en ts  fo r  o u ts id e  
s e r v ic e s  w il l  be ;
39.1 # Using le s s
•  About th e  same
# Using more
39 .2  Comments
4 0 . P le a se  in d ic a te  th e  number o f  pe rso n n el employed by your firm  
in  each  o f  the  l a s t  th re e  y e a rs .
41 . In  g e n e ra l ,  do you th in k  th a t  sm all f irm s a re  s u f f i c i e n t l y  aware 
o f  th e  range o f o u ts id e  s e rv ic e s  c u r r e n t ly  a v a ila b le ?
42 . In  g e n e r a l ,  do you th in k  th a t  sm all firm s should make b e t t e r  use 
o f  th e  o u ts id e  s e rv ic e s  a v a ila b le ?
524 .
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43. In  g e n e r a l ,  do you th in k  th a t  sm a lle r  p r in t in g  firm s shou ld  make 
b e t t e r  u se  o f  th e  o u ts id e  s e rv ic e s  a v a ila b le ?
44. Do you th in k  th a t  th e re  i s  a  s h o r t f a l l  in  th e  p ro v is io n  o f  
o u ts id e  s e rv ic e s  to  sm alle r firm s o p e ra t in g  in  p r in t in g  and 
a l l i e d  tra d e s ?
45. Has your firm  used  any o u ts id e  s e rv ic e s  n o t s p e c if ie d  in  th e  
P o s ta l  Q u estio n n a ire?
46 . Do you th in k  th a t  th e  same amount o f  grow th would have been 
ach ieved  i f  your f irm  had no t used th e  o u ts id e  s e rv ic e s  sp e c if ie d ?
47 . Do you th in k  th a t  th e re  i s  a  l im i t  to  th e  growth o f your firm ?
I f  you th in k  th a t  th e re  i s ,  what s iz e  in  term s o f  s a le s  tu rn ­
over a n d /o r  numbers employed may t h i s  be re p re se n te d  by?
48 . Do you have any o u ts id e r s  on th e  board  o f  d i r e c to r s ?  I f  so ,
what k in d  o f  background and q u a l i f i c a t io n s  does t h i s  d i r e c to r  
have?
4 9 . B earin g  in  mind the  o u ts id e  s e rv ic e s  w hich your f irm  h as used
over th e  l a s t  th re e  y e a rs , was th e re  any d i f f i c u l t y  in  :
49.1 F ind ing  ou t i f  an o u ts id e  o rg a n is a t io n  cou ld  
p rov ide  th e  s e rv ic e s  re q u ire d ?
49 .2  T h e re a f te r  s e le c t in g  th e  o rg a n is a t io n  most l i k e ly  
to  p rov ide  an e f f e c t iv e  s e rv ic e ?
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Appendix 8 .2  : M isc e lla n e o u s , U n in flu e n c e d  and In f lu e n c e d  U se rs
MISCELLANEOUS USERS
ANALYSIS
D ata  p e r t a in in g  to  th e  16 f irm s  which have been in c lu d e d  in  
t h i s  c a te g o ry  w i l l  be found in  T ab le  A lo c a te d  a t  th e  end o f  t h i s  
s e c t io n .  The c a te g o ry  c o n s i s t s  o f  one f irm  which had ceased  t r a d in g ,  
two new f i r m s ,  th r e e  s t a t i c  f i r m s ,  and te n  f irm s  which gave no s a le s  
tu rn o v e r  f i g u r e s .  The l a t t e r  have  been su b -d iv id e d  in to  f i v e  f irm s  
w hich c la im ed  t h a t  grow th had n o t  been  in f lu e n c e d  by th e  u se  o f  
o u ts id e  s e r v i c e s ,  th r e e  f irm s  w hich c la im ed  th a t  grow th was i n f l u ­
enced , and two f irm s  where i t  was p o s i t i v e l y  in f lu e n c e d .
RESULTS
1. The f irm s  f e l l  i n to  th e  fo l lo w in g  s i z e  ra n g e s ;
1 - 2 5  em ployees : 9 f irm s
25 -  50 em ployees : 6 f irm s
50 -  100 em ployees * 1 f irm
2. O v e ra l l  Use : 16 M isc e lla n e o u s  U sers  u sed  11 d i f f e r e n t  o u t­
s id e  s e r v ic e s  a  t o t a l  o f  36 tim e s . The g ro u p 's  u se  o f  o u ts id e  
s e r v ic e s  was in  th e  ran g e  1 -5 .
3 .
4 .
Number o f  o u ts id e  s e r v ic e s  u sed :
1 : 6 f irm s
2 : 4 f irm s
3 : 3 f irm s
4 : 2 f irm s
5 . : 1 f irm
s e r v ic e u se d :
BPIF
A d v ice /C o n su ltan cy  
from  th e  s u p p l ie r s  
o f  p ro d u c tio n  
equ ipm ent, e tc .
T e c h n ic a l
C o n su lta n ts
P r a c t i s i n g
A cco u n tan ts
10 f irm s
8 f irm s  
4 f irm s  
4 f irm s




PPITB I 3 firm s
O th e r F in a n c ia l  
O rg a n is a t io n s : 2 f irm s
P r o f e s s io n a l
I n s t i t u t e s t 1 f irm
Government
D epartm ents : 1 f irm
C le a r in g  Banks : 1 f irm
Enploym ent B ureau : 1 f irm
Computer B ureau : 1 firm
Number o f  management a re a s s tre n g th e n c
None 2 firm s
1 9 firm s
2 1 firm
3 2 firm s
4 1 firm
5 1 firm
Management a re a s  s tre n g th e n e d :
G enera l Management and 
O rg a n is a tio n : 3 firm s
F in a n c ia l  Management 
and A d m in is tra tio n : 3 f irm s
P e rso n n e l Management, 
Developm ent and T ra in in g : 2 firm s
M ark e tin g  and S a le s : 2 f irm s
P ro d u c tio n  Management 
and C o n tro l 4 f irm s
R ec e iv in g  In fo rm a tio n  
and A dvice h e lp f u l  in  
ru n n in g  th e  b u s in e s s
S a le s  T urnover:
( a )  Ceased t r a d in g
(b ) S t a t i c
( c )  New firm s  ( tw e lv e  
m onths o ld )
(d ) F irm s g iv in g  no 
in fo rm a tio n
1 2 f irm s
1 firm  
5 f irm s
2 f irm s  
10 f irm s
328.
8 ,  F a c t o r s  c o n t r i b u t i n g  to  an i n c r e a s e d  s a l e s  tu r n o v e r :
8 .1  Number o f  f a c t o r s  m entioned :
Not a p p l i c a b l e  : 4 f i rm s
None : 1 f i rm
1 : 4 f i rm s
2 : 1 f i rm
5 : 4 f i rm s
4 : 2 f i rm s
8 .2  F a c t o r s  m en tioned :
I n d u s t r y - w id e  I n c r e a s e  
i n  Demand :
I n c r e a s e d  P ro d u c t io n  
F a c i l i t i e s ,  e t c .  :
More I n t e n s i v e  S e l l i n g ,  e t c .  :
E n t ry  i n t o  New M arkets  :
G r e a t e r  C o m p e ti t iv en es ,  e t c ,  :






( i n f l a t i o n
2 )
9. I n f l u e n c e  o f  o u t s id e  s e r v i c e s  on grov/th:
N ot a t  a l l  : 7 f i im s
One o f  S e v e ra l  F a c to r s :  4 f i rm s
P o s i t i v e l y  : 2 f i rm s
Ranked
( i n f l a t i o n  
2 )
10 . P r i n t i n g  a c t i v i t i e s  and tech n o lo g y  employed:
A ll  t h e  f i r m s  u n d e r to o k  jo b b in g  work, and in  th e  c a se  o f  th e  
v e ry  sm a l l  f i r m s  l i m i t e d  te ch n o lo g y  was employed. The b ig g e r  f i rm s  
(25 t o  100 em ployees) a l s o  s p e c i a l i s e d  in  a r e a s  such as  p e r i o d i c a l  
and book p r i n t i n g ,
11. Comparison o f  u n in f lu e n c e d  and in f lu e n c e d  u s e r s ;
11.1 S iz e  ran g e ;
U n in f lu e n c ed  In f lu e n c e d
1 - 25 2 3
25 - 50 2 1
50 - 100 1
2 2 9 .










T o ta l 9 15
Types u sed ;
• U n in flu e n c ed In f lu e n c e d
T e c h n ic a l C o n su lta n ts 2
BPIP 3 4
P r a c t i s i n g  A cco u n tan ts 2
A dvice o r  C onsu ltan cy  from 
S u p p lie r s 3 2
P r o f e s s io n a l  I n s t i t u t e s 1
PPITB 2
C le a r in g  Banks 1
O th e r F in a n c ia l  O rg a n is a t io n s 1 1
Employment B ureau 1
Com puter B ureau 1
Number o f  management a re a s  s tre n g th e n e d :





Management a re a s  s tre n g th e n e d ;
U n in flu e n c e d In f lu e n c e d
G enera l Management and 
O rg a n is a t io n 1 1
F in a n c ia l  Management and 
A d m in is tra t io n 1
P e rs o n n e l M anagement, 
Developm ent and T ra in in g 2
M ark e tin g  and S a le s 1
P ro d u c tio n  Management 
and C o n tro l 1 2
R e c e iv in g  In fo rm a tio n  and 
A dvice h e lp f u l  in  ru n n in g  
th e  b u s in e s s 330. 3 4
11 .6  F a c to rs  c o n t r ib u t in g  to  an in c re a s e d  s a le s  tu rn o v e r ;  






• F a c to r s  m en tio n ed :






U n in flu e n c ed  In f lu e n c e d
In d u s try -w id e  I n c r e a s e  
i n  Demand
I n c re a s e d  P ro d u c tio n  
F a c i l i t i e s ,  e t c .
More I n te n s iv e  S e l l in g
E n try  in to  New M arkets
G re a te r  C o m p e titiv en ess
O th e rs
R a n k e d R a n k e d
2
351.




D e ta i l s  o f  th e  17 f irm s  which c la im ed  t h a t  t h e i r  grow th  was 
n o t in f lu e n c e d  by th e  u s e  o f  o u ts id e  s e r v ic e s  w i l l  be found  in  
T a b le  B lo c a te d  a t  th e  end o f  t h i s  s e c t io n .
RESULTS
1. The f irm s  f e l l  i n to  th e  fo l lo w in g  s i z e  ra n g e s :
1 - 2 5  em ployees 
25 -  50 em ployees 
50 -  100 em ployees 
100 -  200 em ployees :
12 f irm s  
2 f irm s  
2 f irm s  
1 firm
2, O v e ra ll U se: 17 U n in f lu e n c e d  U se rs  u sed  11 d i f f e r e n t  o u ts id e
s e r v ic e s  a t o t a l  o f  40 t im e s . The g ro u p 's  u s e  was in  th e  ran g e
1-5  o u ts id e  s e r v ic e s .
5 . Number o f  o u ts id e  s e r v ic e s  u sed :
6 f irm s  
4 f irm s  
3 f irm s  







4 . Types o f  o u t s i d e  s e r v i c e  u sed :
A d v ice /C o n su ltan cy  from th e  
S u p p l i e r s  o f  p r o d u c t io n  
equipm ent, e t c .  :
BPIF
Employment Bureau :
C le a r in g  Banks -  a d d i t i o n a l  
s e r v i c e s  :
Government D epartm ents  :
PPITB :
O ther F in a n c ia l  
O rg a n is a t io n s
Academic Management
C o n su l ta n ts  : 1 f irm
T ech n ica l  C o n su l ta n ts  : 1 f i rm
Academic T e c h n ica l
C o n su l ta n ts  : 1 f i rm
P r a c t i s i n g  A ccoun tan ts  : 1 f irm
333.
 11 f irm s
: 8 f irm s
 6 f irm s
 4 f irm s
 3 fixm s
 2 f irm s
: 2 f irm s






6 . Management a re a s  s t re n g th e n e d :
G enera l Management and 
O rg a n is a t io n
F in a n c ia l  Management and 
A d m in is tra tio n
P e rso n n e l Management, 
D evelopm ent and T ra in in g
P ro d u c tio n  Management and 
C o n tro l
R ec e iv in g  In fo rm a tio n  and 
A dvice h e lp f u l  in  ru n n in g  
th e  b u s in e s s
«
7. S a le s  T u rnover :
7 .1  Range :
up to  £100,000 
£100,000 to  £200,000 
£200,000 to  £300,000
7 f irm s  
6 f irm s
1 firm
2 f irm s  
1 firm
2 firm s  
4 f irm s  
1 firm
3 f irm s
8 f irm s
10 f irm s  
2 f irm s  
4 f irm s
7 .2  C um ulative p e rc e n ta g e  in c r e a s e  in  p e r io d :
10 -  20 p e r c en t : 3 f irm s
20 -  30 p e r c e n t : 1 firm
30 -  40 p e r c e n t : 6 f irm s
40 -  50 p e r c e n t : 1 firm
50 -  60 p e r c e n t : 4 firm s
70 -  165 p e r cen t : 2 f irm s
* One f irm  d is c lo s e d  p e rc e n ta g e  in c r e a s e ,  and n o t a c tu a l  f i g u r e s .
334.
8 , F a c to rs  c o n t r ib u t in g  to  an in c r e a s e d  s a le s  tu rn o v e r*
6 .1  Number o f  f a c to r s  m entioned*
1 % 4 f irm s
2 : 6 f irm s
3 : 4 f irm s
4 : 1 firm
6 .2  F a c to rs  m en tio n ed :
. f Ranked
1 2
In d u s try -w id e  In c re a s e  in  Demand i( 3 1 2
In c re a s e d  P ro d u c tio n  F a c i l i t i e s ,  e t c .  i: 9 2 5
More I n te n s iv e  S e l l in g ,  e t c .  ;5 9 4 1
E n try  in to  Nevf M arkets i; 2 2
G re a te r  C o m p e titiv e n ess , e t c .  i: 7 2 3
O th e rs  iÎ 6 5 1
( i n f l a t i o n  4 )
9* In f lu e n c e  o f  o u ts id e  s e r v ic e s  on grow th :
•  Not a t  a l l  : 17 f irm s
10. P r in t i n g  a c t i v i t i e s  and tech n o lo g y  employed:
A ll f irm s  u n d e rto o k  jo b b in g  work, w ith  th e  v e ry  sm all f irm s  
u s in g  more l im i t e d  te c h n o lo g y . The b ig g e r  f irm s  te n d ed  to  




In  Table G a t  th e  end o f t h i s  s e c tio n  a re  d e t a i l s  o f th e  
17 firm s which claim ed th a t  t h e i r  growth was in f lu e n c e d  by th e  u se  
o f o u ts id e  s e rv ic e s .
RESULTS
1, The firm s f e l l  in to  th e  fo llo w in g  s iz e  ranges:
1 - 2 5  employees : 4 firm s
25 -  50 employees : 4 firm s
50 -  100 employees : 5 firm s
100 -  200 employees : 4 firm s
2. O verall Use : 17 In flu en ced  U sers used  15 d i f f e r e n t  o u ts id e
s e rv ic e s  a to t a l  of 107 tim es. The g ro u p 's  u se  was in  th e  range
2-10 o u ts id e  se rv ic e s .
5. Number of o u ts id e  se rv ic e s  used:
4 .
1 : 1 firm
3 : 2 firm s
5 : 3 firm s
6 , : 2 firm s
7 : 5 firm s
8 : 1 firm
9 : 1 firm
10 : 2 firm s
lypes of o u ts id e  s e rv ic e  used :
BPIF
PPITB
A dvice/Consultancy from th é  s u p p lie rs  
o f p roduction  equipm ent, e tc .
Employment Bureau
P ra c t is in g  A ccountants
PIRA
O ther F in a n c ia l O rg an isa tio n s  
T echnical C onsu ltan ts  
R ecruitm ent C o nsu ltan ts  
P ro fe ss io n a l I n s t i t u t e s
15 firm s 
15 f in a s
10 firm s 
10 firm s 
8 firm s 
7 firm s 
7 firm s 
6 firm s 




Governm ent D epartm ents 
Com puter B ureau 
Management C o n su lta n ts  
S o l i c i t o r  
C le a r in g  Banks
5 f irm s  
5 f irm s
4 f irm s
5 f irm s  
2 f irm s






6 (A l l )
1 f irm  
7 f irm s
2 f irm s
1 f irm
2 f irm s  
4 f irm s
6. Management a re a s  s tre n g th e n e d :
G en era l Management and O rg a n is a tio n : 10 f irm s
F in a n c ia l  Management and 
Admini s t r a t i o n : 13 firm s
P e rs o n n e l Management, Developm ent 
and T r a in in g : 10 f irm s
M a rk e tin g  and S a le s : 4 ;f irm s
P ro d u c tio n  Management and C o n tro l : 10 f irm s
R e c e iv in g  In fo rm a tio n  and A dvice 
h e lp f u l  in  ru n n in g  th e  b u s in e s s : 12 f irm s
7.1
S a le s  T u rn o v er: 
*Range :
£OQOs 
up to  100 
100  -  200 
200 -  300 
300 -  400 
400 -  500 
700 -  800 
1m -  2m 
3m -  4m









One firm  d i s c lo s e d  p e rc e n ta g e  in c r e a s e ,  and n o t  a c tu a l  f i g u r e s .
338 .
7 .2  C um ulative  p e r c e n ta g e  i n c r e a s e  i n  p e r io d :
10 -  20 p e r  c e n t  : 2 f i rm s
20 -  50 p e r  c en t  : 5 f i rm s
30 -  40 p e r  c en t  : 2 f i rm s
40 -  50 p e r  c e n t  : 1 f i rm
50 -  60 p e r  c e n t  : 1 f irm
70 -  80 p e r  c en t
80 -  90 p e r  c en t
90 -  100 p e r  cen t
130 -  140 p e r  c en t
3 f i rm s  
1 f i rm  
1 f irm  
1 f irm
8 . F a c to r s  c o n t r i b u t i n g  to  an i n c r e a s e d  s a l e s  tu r n o v e r :





6 .2  F a c to r s  m en tioned :
1 f i rm
2 f i rm s  
7 f i rm s  
7 f i rm s
Ranked
1 2
In d u s t r y - w id e  I n c r e a s e  i n  Demand ; 4 2
I n c r e a s e d  P r o d u c t io n  F a c i l i t i e s , e t c .  : 12 4 3
More I n t e n s i v e  S e l l i n g ,  e t c . :14 6 2
E n try  i n t o  New M arkets : 6 3
A c q u i s i t i o n  a n d /o r  M erger : 1 1
G r e a t e r  C o m p e ti t iv e n e s s ,  e t c . :14 4 1
O th e rs (inh a t i o n  2) 1
9 . I n f lu e n c e  o f  o u t s i d e  s e r v i c e s  on growth: 
•  P o s i t i v e l y  : 1 f irm
One o f  s e v e r a l  
f a c t o r s 16 f i rm s
10. P r i n t i n g  a c t i v i t i e s  and tec im o logy  employed:
The m a j o r i t y  u n d e r to o k  b o th  jo b b in g  end s p e c i a l i s e d  p r i n t i n g  
work em ploying more c o m p lic a te d  technology#
339.
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The p r in c ip a l  fe a tu re s  o f each group a re  s e t  out in  I l l u s t r a t i o n  
A on th e  fo llo w in g  page. Included in  th e  i l l u s t r a t i o n  a re  th e  
c h a r a c te r i s t i c s  o f th e  d i f f e r e n t  groups in  re sp e c t to  ( i )  s t ru c tu re ;  
( i i )  th e  ex ten t to  which o u ts id e  se rv ice s  were used; ( i i i )  th e  main 
types used; ( iv )  th e  management areas s tren g th en ed  as a r e s u l t  of 
th i s  u se ; (v )  growth perfonnance a g a in s t th e  measure employed; and 
(v i)  th e  most im p o rtan t f a c to r s  which were judged by th e  firm s to  
have c o n tr ib u te d  to  any in c re a s e  in  s a le s  tu rn o v e r over th e  p e rio d  
review ed.
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A ppendix 8 .4  %
R an k in g  o f  t h e  F a c to r s  C o n tr ib u t in g  t o  an In c re a s e d  S a le s
Turnover — the 34 firms which disclosed complete information
RAmUQ OF THE FACTORSC o m u la tiv e  P e rc e n ta g e  
I n c r e a s e  i n  S a le s  
T u rn o v e r  o v e r  th e  
T h re e -T e a r  P e r io d
S iz e  o f  
f i rm ; 
num ber o f  
em ployees
M ergerIn c re a s e d  
P ro d u c ti  on 
F a c i l i t i e s  
e t c .
E n try
i n t o
New
M arkets
G re a te r  
C o m petit­
iv e n e s s ,  
e t c .  ____
Other;More
I n t e n s iv e  
S e l l i n g ,  
e t c .______
100-200 1: In c re a s e d  





20 1: I n f l a t i o n
2 : Recommend­
a t io n  and 
p e r s o n a l  
s e r v ic e ___
1-25 20





1; I n f l a t i o n
1-25
50-100
1-25 1: I n f l a t i o n
50-100






100-200 1: I n f l a t i o n
2: D i v e r s i f i c ­
a t i o n  i n t o  







N o te •  D en o tes  t h a t  t h e  F a o to r  was n o t  ran k ed  b y  th e  r e s p o n d e n t .
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Appendix 10.1 i Use o f  O utside S e r v ic e s  by th e  D if fe r e n t  Groups
Group No. o f  No. o f  O u tsid e  AverageFirm s S e r v ic e s  Used Use
M is c e lla n e o u s  U se rs
"I?©
1 - 25 9 16 1.77
25 - 50 6 17 2 .85
50 - 100 1 3 —
U n in flu e n c e d  U sers 1 -  25 12 32 2 .66
25 -  50 2 2 1 .00
(©) 50 -  100 2 5 2 .5 0
100 -  200 1 1 —
I n flu e n c e d  U sers 1 -  25 4 26 6 .5 0
25 -  50 4 24 6 .0 0
50 -  100 5 34 6 ,8 0
100 -  200 4 23 5 .75
346,
A ppendix 1 0 .2  t O u ts id e  S e rv ic e s  Used by th e  U n in flu e n c ed  and
In f lu e n c e d  Groups
Type o f  O u ts id e  S e rv ic e
B
In f lu e n c e d  U n in flu e n c ed  A -  B
BPIF
PPITB
A dvice o r  C o n su ltan cy  from 
S u p p l i e r s ,  e t c .
Employment B ureau
P r a c t i s i n g  A cco u n tan ts
PIRA
O th e r  F in a n c ia l  O rg a n is a t io n s
T e c h n ic a l  C o n s u lta n ts
R e c ru itm e n t C o n su lta n ts
P r o f e s s io n a l  I n s t i t u t e s
Government D epartm en ts
Com puter B ureau
Management C o n s u lta n ts
S o l i c i t o r s
C le a r in g  Banks
Academic Management 
C o n s u lta n ts
Academic T e c h n ic a l 






































-  1 
-  1
N o tes
1. The o u ts id e  s e r v ic e s  w hich w ere u sed  much more by th e  In f lu e n c e d  
U se rs  w ere PPITB, BPIF, P r a c t i s i n g  A cco u n tan ts  and PIRA.
/ c o n tin u e d
347.
N otes ( c o n t in u e d )
2, The o u ts id e  s e r v ic e s  u sed  more by th e  In f lu e n c e d  U se rs  w ere
O th e r F in a n c ia l  O rg a n is a t io n s ,  T e c h n ic a l C o n s u lta n ts ,  
Employment B ureaux and Government D ep artm en ts ,
5 . A part from  PIRA, th e  o th e r  o u ts id e  s e r v ic e s  u sed  on ly  by th e  
In f lu e n c e d  U sers  w ere R ec ru itm en t C o n s u lta n ts ,  P r o f e s s io n a l  
I n s t i t u t e s ,  Computer B ureaux, Management C o n su lta n ts  and 
S o l i c i t o r s .
548.
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